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During this quarter, efforts to apply Enhanced
Work Planning (EWP) elements to a broad
variety of activities in diverse settings contin-
ued to make substantial progressin improving
work planning and control throughout the
DOE complex. Effortsto ingtitutionalize EWP
and extend successes attained during demon-
stration projects across all site activities con-
tinued at Hanford, 1daho, Oak Ridge, Mound,
Fernad, Savannah River, Los Alamos, and
Pantex. A new demonstration effort was
initiated a& Rocky Flats during this reporting
period. In addition, representatives from the
Office of Environment, Safety and Health
(EH) met with management and staff at the

[Brookhaven National Laboratory|to discuss

potentia application of EWP dements to work
planning and control activities at these two
Sites.

Representatives from EWP projects at DOE
sites across the nation gathered for a work-
shop in Augusta, Georgia, in February to ex-
change information on successes achieved to
date, discuss future directions of EWP efforts,
and establish a more permanent infrastructure
to support further expansion of EWP across
the DOE complex. Participants agreed to
etablish a national| EWP Steering Committes
with representation from numerous DOE sites,
including both contractor staff and DOE Field
and Operations Office staff as well as repre-
sentatives from EH Headquarters. Participants
also worked together to develop a consistent
understanding of EWP eements and goals and
objectives for future efforts to promote EWP.

EH Onsite Technical Assistance to EWP Programs

Representatives from numerous EWP sitewide
implementation projects developed a common
approach for training]personnel on applying
EWP elements. The effort focused on deter-
mining what knowledge different levels of
personnel need about EWP in order to imple-
ment enhanced work planning and control
systems and on developing generic curricula,
including learning objectives, and course
content. Efforts focused on developing the
framework for two courses, one for craft
workers, technicians, and operators, and one
for supervisors and managers. During the
second quarter, efforts to develop and test
these classes will continue.

EWP projects at the|ldaho Site|continued to
contribute to improvements in safety, effi-
ciency, and productivity during the first quar-
ter. The Sitewide|Asbestos Program|EWP
Team developed several enhancements that
will be implemented to improve work that
involves potentia exposure to asbestos. These
initiatives include marking piping flanges to
verify that gaskets used in the connection are
asbestos free; developing procedures for
individuals to complete selected small-scale,
short-duration tasks involving exposure to
asbestos hazards, and developing an asbestos
planning decision tree to help improve plan-
ning for jobs that may involve asbestos haz-
ards.

Based on successes from the EWP demonstra-
tion project at the Idaho Chemical Processing
Plant, efforts are underway to implement the
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elements of EWP across the entire Idaho
National Engineering and Environmental
Laboratory (INEEL). A sitewide EWP Direc-

torate Steering Committee representing a cross
section of organizations has been established.
The Directorate Steering Committee agreed to
consolidate efforts to improve work manage-
ment processes with the Compliance Re-
engineering Maintenance Team. This will
preclude duplication of efforts and conserve
resources. The EWP Working Team, which
supports the Directorate Steering Committee,
will develop a standardized, common work
control process for the entire site that will
improve safety and efficiency while improving
work management across the site.

|Fernald's Sitewide EWP |Implementation
Guide, which provides overall direction on
how to use EWP as a tool to improve work
management, was issued through the site
procedure system. In addition, planning and
execution of waste management activities has
improved significantly as a result of Waste
Programs new EWP-based task order proce-
dure. Testing was completed on the new
automated worker exposure reporting system,
which provides an electronic mechanism to
retrieve information about employee exposures
to workplace hazards. The new system was
approved and accepted by Fernald’'s Medica
Department.

Ancther highlight of this quarter’s activities
was a presentation on the elements of EWP by
the Fernald EWP Department at a local col-
lege. The audience condsted of studentsin the
business management class and management
personnel from private industry responsible for
planning and implementing work processes.
This presentation provided a unique opportu-
nity to transfer technology to private industry.

The EWP initiative at| Mound|is being ex-
panded to encompass al work activities at the
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site. During the first quarter of 1997, efforts
focused on improving maintenance work
planning and control and reengineering work
planning and control in waste management and
environmentd restoration. Mound is consider-
ing creating an EWP Advisory Council to
provide guidance and oversight on developing
a sitewide strategy for implementing EWP.
Within the maintenance area, management
began usng delay codes to track the causes of
ddlaysin maintenance work. Thisinformation
will be used to develop corrective actions that
help to expedite completion of work.

Efforts to implement| EWP sitewide a the
[Hanford SiteJwere linked to two other broad
initiatives during the first quarter. Efforts to
develop the [Hanford Occupational Hedlth|
|Process|in order to establish a risk-based and
preventive approach to occupationa health
continued as the employee job task anaysis
tool became available sitewide. The site's
integrating contractor began providing training
to line managers and industrial hygienists on
use of the system, and this training, along with
initial implementation of the overall process,
will continue through the second quarter.

EWP projects continued to produce impressive
results at multiple facilities a the Hanford Site.
At|K Basins| EWP efforts continued to sup-
port_improvements relating to conduct of
operations and controlling the scheduling of
work. Use of weekly schedules and effective
control of emergent work have produced a
dramatic improvement in completion of sched-
uled work from 68 percent to 90 percent in
just one quarter.

The EWPinitiative at the[Plutonium Finishing|
is dramatically improving operations. A
formal maintenance schedule has been devel-
oped for al work to be completed in April,
representing a significant improvement in
control of work at the facility. The facility is
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also using systematic approaches to identify
work that can be completed under general-use
work orders instead of more forma planned
work packages, resulting in significant savings
in resources associated with preparation and
review of the forma work packages and expe-
diting the accomplishment of work.

The| Pantex Plant |expanded its use of EWP
elements 10 several additional projects during
the first quarter of 1997. Four specific addi-
tional projects where EWP elements are being
applied include efforts to eliminate delays
associated with movement of stock materials
to the work area, decontamination of a specific
facility, improvement of reliability of mission-
critica equipment and facilities to reduce
maintenance-related downtime, and gpplication
of structured processes to expedite completion
of minor work orders that can be completed
within the skill of the craft. The site has estab-
lished a central EWP core team to coordinate
EWP efforts and to promote effective interface
between various projects, senior facility man-
agement, DOE, and the employee unions.

The|Rocky Flats|Field Office, the integrating
contractor, and two subcontractors at the
Rocky Flats Environmental Technology Site
initiated three new demonstration projects at
the site during the first quarter. The projects
involve cleanup and removal of chemicaly
contaminated soil, decontamination and de-
commissioning of a uranium and beryllium
fabrication building, and increasing the effi-
ciency and productivity of electrical mainte-
nance in an analytica services laboratory.
Project working teams that include craft labor,
planners, engineers, and safety and heath
specidists have been formed to help conduct
each demonstration project. Criteria and
procedures developed at the Hanford Site for
defining and controlling work that can be
performed within skill of the craft with sub-
stantia savings in effort required to develop
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forma work control and planning are being
evaluated for adaptation and use at Rocky
Flats.

Efforts to develop and implement a sitewide
work control system at the|Los Alamos Naj
|ti0na| Laboratory| continued during the first
quarter. A new work control requirements
document was finalized and issued along with
a revised maintenance zone work control
procedure that establishes a uniform process
for approval of work requests. Development
of the electronic work request system that
improves hazard analysis screening, identifica
tion of detailed Site hazards, and determination
of appropriate mitigation actions also contin-
ued during the first quarter.

During this quarter, EH Mentors completed
their efforts to support the|Fernald Environ-
[mental Management Project|in developing a
report on |radiological control optimization.|
This effort entailed a critical evaluation of
radiological control practices, use of persondl
protective equipment (including respiratory
protection), application of engineering con-
trols, and work management. The study
focused on potentia reductionsin total risk to
the workforce. An important additional bene-
fit from implementing recommendations in the
study are cost savings associated with improv-
ing operational and work management prac-
tices.

During the first gquarter, efforts to establish
EWP at the Y-12 Project and the East Ten-
nessee Technology Park (formerly K-25)
focused on estapblisning four EWP subteams
assigned to improve work control, automated
planning and permitting, integration of EWP
with other initiatives, and performance mea
sures. Key activities of the teams include
basdlining work control processes and identify-
ing how application of EWP elements can
result in significant process improvements. In
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addition, new software based on the Hanford
job hazard andysis program and the Idaho job
requirements checklist is expected to improve
job hazard analysis processes at Oak Ridge.

During the first quarter, the|Savannah River|
Site's EWP project supporting waste min-
imization activities was expanded across the
entire site, and results were shared with the
DOE complex. The Rollback Handbook
developed during the project to provide guid-
ance for decreasing contaminated areas was
distributed throughout DOE. A sitewide
implementation plan was developed using a
computerized economic model to optimize
selection of potential rollback projects. The
rollback process has produced a permanent
improvement in work planning processes and
management within the Nuclear Materias
Stabilization and Storage Facility at Savannah
River. In addition, Savannah River has begun
its study of possible improvements in manag-
ing contaminated tools, benchmarking site
processes and comparing them with those used
a the River Bend Nuclear Power Plant, which
has been recognized by the Institute for Nu-
clear Power Operations as “best in class.”

EH’ s Leadership Development Program|con-
tinued to expand at the Hanford Site during
thefirst quarter. An additional pilot session of
the Leadership Development Program was
completed at the Plutonium Finishing Plant in
January. Two additiona groups are participat-
ing in the program at the Hanford Analytical
Services Laboratory. New sessions were
started for the maintenance group at the B-
Pant, including craft, exempt, and nonexempt
workers. In addition, program managers and
Fecility Representatives from the Richland
Operations Office are also participating in the
effort. Surveys indicate that participants
believe that they are more efficient as a result
of the training sessions. Based on results of
the surveys, individuals who participate in the
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training may recover as much as 3 hours a day
of discretionary time as a result of improved
efficiency.

EH continued its initiative to support
improvements i nf self-assessment jperformance
during the first quarter. Discussions are in
progress with the Ohio Field Office, the Idaho
Operations Office, and the Richland Opera-
tions Office on the scope of possible field
demonstration projectsto test the effectiveness
of specific improvements in self-assessment
programs. These field projects will focus on
increasing worker involvement in self-assess-
ment activities and on improving the ways in
which management uses results from self-
assessment activities. EH staff met with the
Department Standards Committee to discuss
results of the benchmarking study completed
last year. EH will work with the committee
during the demonstration projects to share
information on successes and lessons
learned.#
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APPENDIX A

ENHANCED WORK PLANNING

STEERING COMMITTEE

The EWP Steering committee has been solidly
established, with participation from every
active EWP dgite. This committee is a direct
result of the quest of EWP leaders from sites
across the complex for effective methods to
promote institutionalization of EWP. During
the core team leaders meeting last February at
Savannah River, the group agreed on the need
for a steering committee for the EWP initia
tive. As EWP expanded across the DOE
complex and throughout the various facilities
and projects at those gites, the need for amore
formalized approach to networking and pro-
curing Headquarters' support became appar-
ent. The EWP Steering Committee was estab-
lished with a six-fold purpose: (1) to ensure
that the definition of EWP and its key elements
are understood and applied; (2) to promote a
complexwide movement toward a consi stent
approach to the control of work; (3) to sup-
port the institutionalization and expansion of
EWP throughout the DOE complex; (4) to
provide an avenue for DOE sites to communi-
cate, network, and share lessons learned,
products, systems, and implementation ideas
to improve ongoing EWP efforts; (5) to incor-
porate best practices as a means of identifying
effective private-sector processes against
which DOE projects can be benchmarked for
continuous improve of EWP dite programs,
and (6) to assst in integrating EWP with other
DOE programs and initiatives.

The EWP Steering Committee is composed of
Federa and site contractor representatives
from DOE facilities participating in recognized
EWP programs. A representative of the DOE
Office of Environment, Safety and Health
(EH) serves as Chair of the steering commit-
tee, and as many as three members from each
participating site are appointed by the DOE
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field office and operating contractor. Mem-
bership is voluntary; therefore, each organiza-
tion provides funding for the participation of
its members.

The Chair of the EWP Steering Committee is
responsible for providing leadership and sup-
port to the committee; working with DOE
Headquarters management (EH, the Office of
Environmental Management, and the Office of
Defense Programs) to garner support and
promote EWP complexwide; establishing
methods of communication concerning EWP
in the DOE complex (e.g., workshops, bi-
weekly conference calls, home page); estab-
lishing format and content for required reports,
producing and distributing quarterly EWP
reports; and establishing forums to support
and promote the EWP process throughout
DOE.

Each committee member is responsible for
being active in providing the rest of the com-
mittee and the Chair with an updated descrip-
tion of the EWP initiative from the facility
being represented; providing biweekly status
reports as directed by the Chair; providing
quarterly reports to the Chair that highlight
program or initiative successes, lessons
learned, performance measures, and paths
forward; participating in biweekly conference
cdls, actively and openly supporting and
promoting EWP initiatives at other DOE
sites; contributing to the development of a
standardized EWP training program; support-
ing the Chair, as required and agreed on to
promote the EWP program complexwide;
participating in and contributing to the lessons
learned process and the exchange of informa-
tion, tools, and implementation strategies,
participating, where possible, in EWP core
team leaders meetings; participating in the
decision-making process for the alocation of
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support to EWP programs complexwide;
coordinating the integration of EWP into other
DOE-wideinitiatives such as integrated safety
management, the Voluntary Protection Pro-
gram, and self-assessment; and networking
with sitesin the initia stages of EWP imple-
mentation or interested in learning more about
EWP.

The first success of the steering committee
was the development, complexwide communi-
cation, and consensus of a clear definition of
EWP—a process that evaluates and improves
the method by which work is identified,
planned, approved, controlled, and executed.
The key elements of EWP are (1) a graded
approach to work management based on risk
and complexity; (2) organizationaly diverse
teams, (3) organized, ingtitutionalized commu-
nication; (4) line management ownership; and
(5) worker involvement beginning at the earli-
est phases of work management.

Other action items being addressed by the
steering committee are (1) developing a stan-
dardized EWP curriculum, which will be
avalableto al stesinterested in implementing
EWP; (2) developing performance measures
for EWP programs complexwide for inclusion
in DOE’s environment, safety, and health
corporate performance indicators; (3) compil-
ing an accurate history of EWP from both
Headquarters and the field's perspective; (4)
updating the status of EWP projects, including
adding to or revising the current metrics on the
successes, and (5) focusing on sharing tools
and lessons learned by updating the cross-
pollination document to meet the needs of the
stes more adequately and by providing access
to EWP tools developed at each site.

The cross-pollination document is a means to
communicate the products, procedures, and
tools developed by various sites.  Products,
tools, and point of contacts are summarized in
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the cross-pollination document, which is
distributed to all EWP sites and will soon be
available on the EWP home page. This docu-
ment is updated and redistributed after each
site has noted whether it has a similar tool or
information to share or if it is interested in
obtaining more information about any particu-
lar tool. The document currently contains
input from Fernald, Hanford, Idaho, Mound,
Oak Ridge, and Savannah River, as well as
information on 39 products and tools.E

TRAINING

In an effort to address the concerns of the
DNFSB and facilitate the uniform introduction
and institutionalization of the EWP process,
the EWP Steering Committee recommended
the design and development of a curriculum
that would educate those involved with work
planning at DOE sites on EWP elements and
implementation. A secondary driver behind
the development of a standardized EWP cur-
riculum was the need to share information
concerning EWP to develop more coherent
and usable performance indicators and univer-
sally understood lessons |learned.

The initia curriculum design plan was devel-
oped by the attendees at the Savannah River
core team leaders meeting. Training special-
ists from the Idaho National Engineering and
Environmenta Laboratory (INEEL) Institute
compiled this input and produced training
specifications, which were sent to all partici-
pants for review. After the initia input, a
group of subject matter experts from the
steering committee and training designers from
|daho and Tulane University formed an EWP
training design team. The design team met in
Park City, Utah, to develop an EWP curricu-
lum that focuses on understanding and imple-
menting key EWP elements. The curriculum
also alows each site to tailor it to meet site-
gpecific needs. The curriculum is designed for
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application to both DOE and contractor per-
sonnel. The training consists of four courses
that can be used separately or in combination
for those involved with EWP at DOE sites.
The curriculum will be piloted and then made
available for distribution at the August EWP
core team leaders workshop.

Course One, “Introduction to EWP,” discusses
wha EWPis, why it is being implemented, and
how it works. This course targets a broad
audience and is desgned for anyone—all levels
of management and all work disciplines—who
needs to be educated on EWP. It will be
provided to all DOE and subcontractor man-
agement as an overview of EWP. This course
could also be provided to those employees
who are not directly involved with formal
work control but who would benefit from an
overview. It is designed to address six key
elements. (1) EWP s purpose and its relation-
ship to other DOE initiatives; (2) traditional
approaches to DOE work control and the
benefits of enhancements; (3) key elements of
EWP; (4) worker involvement in the imple-
mentation of EWP; (5) successful applications
of EWP a various DOE sites; and (6) re-
sources available to implement and institution-
alize EWP more effectively.

“Introduction to EWP’ is formatted as a 30-
minute, stand-alone, video-based presentation.
The steering committee recommended that the
course be incorporated into orientation for
new employees or facility generd employee
training or both.

Course Two, “EWP Fundamentals,” is a
hands-on version of “Introduction to EWP.”
It isintended to train workers on not only the
elements of EWP, but also how those elements
are applied in red-life work sSituations. It is
designed to train al DOE field office staff and
DOE contractor personnel who participate in
or are involved with the work planning process
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at their facility. Mogt of the individual s attend-
ing the course will have work planning experi-
ence and an understanding of the work plan-
ning process used at their sites. The courseis
designed to address the six key elements of
“Introduction to EWP” plus roles and respon-
shilities of the work force; given a work
request, the application of EWP elements and
gepsin the planning and implementation of the
work; and performance measures as they apply
to EWP.

Most of the video clips used in “Introduction
to EWP’ will beincluded in “EWP Fundamen-
tals” which will be structured with * stop-and-
discuss’ sections so that the instructor can
provide additional examples and instruction,
integrate site-specific materias, and actively
engage the participants in discussion. “EWP
Fundamentas’ is designed to be taught by the
EWP team leader, supervisor, or foreman.
Course material will consist of a video tape
with programed stops, lesson outline, over-
heads, and student handouts.

Course Three, “EWP Implementation,” pro-
vides specific training to individuas assigned
to get EWP programs up and running at a site.
The audience is primarily EWP core team
leaders and members who are in the startup
mode and working toward starting an EWP
program at a facility or site.  In addition,
sections of this course can be used to brief
senior management, middle management, and
DOE fidld office personnd on ways to support
EWP implementation. Key elements of the
course include history, purpose, and scope of
EWP; methods for overcoming resistance to
change and gaining support for EWP; five key
elements for successful implementation; sam-
ple steps for implementing EWP; work prod-
ucts, processes, and tools available from other
fadilitiesand how they can be used; documen-
tation and communication of successes and
failures complexwide; resource requirements
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and commitments needed for successful EWP
implementation; and performance measures
and return on investment as applied to EWP.

The training design team recommends that the
EWP core team participate in “EWP Imple-
mentation” as a unit, and it is assumed that
class members have completed “EWP Funda
mentals’ prior to attending this course. The
courseis designed as a workshop to maximize
retention of course content, facilitate the
exchange of ideas, and provide for question
and answer sessions. Course materias and
discussions will be supported by using cases
studies of lessons learned and examples of
successful EWP products and tools from
demonstration sites, as well as the integration
of site-specific examples and materials.

Course Four, “EWP Team Formation and
Utilization,” provides hand-on skillstraining in
the effective formation and use of teams, a key
element of EWP. The course is designed
primarily for EWP team leaders;, however,
sections can be used by team leaders to train
team members. Key elements of the course
include the use of teams in the EWP process,
the criteria for selecting the “right” team and
mix of team members; the roles and responsi-
bilities of EWP team members; the design of
effective EWP teams given various work
management processes, the management of a
team to plan work efficiently; the use of team
skills to brainstorm, build consensus, and
manage conflict; practical communication
methods effective for the needs of EWP; and
the use of team self-assessment to improve
processes and share lessons learned.

The course was developed in aformat similar
to that of “EWP Implementation,” with em-
phasis on working with individual participants
on specific team skills on an as-needed basis,
depending on the results of the role playing
exercises.E
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A4

WEBSITE (HOMEPAGE)

The EWP website is one of many networking
tools sponsored by EH and the EWP Steering
Committee, making EWP-related information
available to countless people across the DOE
complex. The EWP Home Page contains links
to generd information about DOE’ s Enhanced
Work Planning initiative and specific informa
tion about various EWP projects. The EWP
website will answer the questions, “What is
EWP? and “How can | get more informa
tion?’

Eight DOE sites have individua pages with
information on whom to contact at that site
and links to ste-specific success stories, tools,
reports, technical assistance plans, and related
websites.

The generd information page provides links to
fidld and Headquarters contacts (names, phone
numbers, and email addresses); announcements
of upcoming events and conferences, the EWP
Steering Committee charter and a list of its
members,; and information about EWP efforts
still in developmental stages, such as training
modules and performance indicators. It also
enables a visitor to subscribe to the EWP
mailing list.

Both DOE Headquarters and EWP field sites
contribute information to the EWP website. |t
contains reports from individud dtes aswell as
consolidated quarterly reports from DOE
Headquarters, press releases, and documents
describing EWP from different perspectives
(managers vs. workers vs. hedlth and safety
professionals). Experienced EWP users as
well as novices can benefit from the materials
avallable through the EWP Home Page.
Already, specidigtsin private industry who are
intrigued by and enthused about the success
stories, products, and tools described on the
EWP website have contacted EWP specialists,
requesting additional information.
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Future expansion plans include pages on
frequently asked questions, the “ cross-pollina-
tion” document used by EWP sites to share
products and tools, and a’ drafting board’ for
EWP documents posted for review and com-
ment.

Ongoing communication and networking are
critica to ensuring that Sites experience the full
benefits of Enhanced Work Planning applied to
al work performed within DOE. As new
strategies and approaches are proven success-
ful, and in keeping with best management
practices of fostering continuous improve-
ment, EWP is ever changing, and those chan-
ges are documented on the EWP Home Page
and made available to everyone with access to
the Internet.

The EWP Home Page can be found on the
WorldwWide Web at http://tis-nt.eh.doe.gov/
wpphm/ewp/ewp2.htm.E

PERFORMANCE INDICATOR DEVEL -
OPMENT

In an effort to track Departmental perfor-
mance, a DOE Headquarters working group
has been developing alist of corporate envi-
ronment, safety, and health performance indi-
cators. The group’s preliminary list includes
four overall categories: indicators related to
accidents, indicators related to precursors,
indicators related to quality of management,
and indicators related to behavior. Within
these categories are the specific indicators that
reflect the Department’ s performance in envi-
ronment, safety, and health. The performance
indicators relating to accidents include lost-
workday case rate, total recordable case rate,
occupational safety and health cost index,
worker compensation payments, and red-flag
events. Indicators related to precursors are
procedure deficiencies and violations, safety
system  actuation/degradation, near-miss
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events, skin and clothing contamination, radia-
tion exposure, and plutonium stabilization.
Senior management walkthroughs, generating
lessons learned, and using lessons learned are
included under indicators of behavior. Finally,
indicators of quaity of management systems
comprise advanced safety program implemen-
tation status, audit corrective action status,
and environment, safety, and health cost effi-
ciency. Enhanced Work Planning implementa-
tion status indicators also fall under this cate-

gory.

Now that the number of projects using EWP
elementsis growing so rapidly throughout the
Department and those EWP projects are at
many different stages of development, DOE
Headquarters recogni zes the need to track the
status of EWP implementation complexwide.
Performance indicators for EWP have aready
been defined by DOE field offices and contrac-
tors. Some examples of performance indica-
tors developed at DOE sites such as Mound,
Hanford, and lIdaho are maintenance work
request completion time, backlog of mainte-
nance work requests, time required to route
maintenance work requests, costs avoided due
to using the eectronic work package, and lost
work day caserate. EH Mentors worked with
the 222S L aboratory and the Plutonium Finish-
ing Plant a Hanford in developing “fuzzy”
performance indicators to measure subjective
attributes such as morale, resistance, and
human performance. Rather than reflecting
EWP's status, these definitions were devel-
oped to measure the degree of success (e.g.,
dollars saved, reduction in injury/illness rates)
of individual EWP projects conducted at
different sites.

The “corporate’ performance indicator is
defined as the number of facilities that have
implemented EWP, divided by the total num-
ber of facilitiesin the field. The determination
of just what activity is being done by each site
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will then be validated by the EWP Steering
Committee. Members of the EWP Steering
Committee will refer to the list and indicate the
facilitieswith EWP programs and those where
implementation of EWP would be appropriate
and most beneficial. (For interna use only,
they will also determine the status of imple-
mentation of EWP at those facilities.) When
the performance indicator is calculated for
1996 and 1997, a bar chart will be prepared
graphically showing the final performance
indicator in the DOE Corporate Environment,
Safety, and Hedth Performance Indicator
Quarterly Report. Input datafor the corporate
performance indicator for EWP must be re-
ported by the end of April 1997 so that it can
be published in the Office’'s next Quarterly
Report. DOE senior management can then use
the data to gain an understanding of the status
and progress of EWP implementation in the
DOE complex.

As stated above, the corporate performance
indicator for EWP will measure the status of
EWP implementation, not its success. The
EWP Steering Committee will develop perfor-
mance indicators to measure the degree to
which EWP has been implemented within a
gite or facility, which may help determine
resource allocation. EWP teams are encour-
aged to continue developing for their own use
site-specific or facility-specific indicators re-
lated to output or outcome to monitor and
measure the success of individual EWP pro-
jects. These efforts are not at odds or overlap-
ping; together they will reflect an accurate
picture of EWP as a mgjor Department initia-
tive.E

WORK PLANNING AND CONTROL

IDAHO

The DOE Idaho Operations Office (ID) and its
management and operating contractor have
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focused their Enhanced Work Planning (EWP)
efforts on expanding the EWP process across
the entire Idaho National Engineering and
Environmenta Laboratory (INEEL) site. The
enhanced work control process that focused
on one Nuclear Operations facility (the Idaho
Chemical Processing Plant) has been com-
pleted, providing many tools and lessons
learned for revising the work control system at
other dtelocations. The goals of the sitewide
work control system are to improve worker
productivity; to achieve better quality, envi-
ronment, safety, and health input; and to
improve cost effectiveness.

To expand EWP to all site facilities, the man-
agement and operating contractor has estab-
lished an INEEL Sitewide EWP Directorate
Steering Committee. The Directorate Steering
Committee is the management team that repre-
sents Site Services, Nuclear Operations, Envi-
ronmental Management, Projects/Construc-
tion, and Advanced Engineering Devel opment
Laboratories organizations to provide direc-
tion and assstance in EWP implementation. In
addition, ID isrepresented with two directors.
The Directorate Steering Committee is sup-
ported by a sitewide Working Team.

The misson of the Directorate Steering Com-
mitteeis to provide sitewide coordination and
assistance for expansion of the EWP process.
The EWP Directorate Steering Committee is
guiding the development and execution of the
plan for establishing EWP at each facility by
providing direction and oversight to the EWP
Working Team.

A mgor milestone was accomplished at 1daho
when the Directorate Steering Committee
agreed to consolidate efforts of the sitewide
EWP Working Team with the Compliance
Reengineering Maintenance Team , reducing
duplicetive efforts and combining resources to
address common objectives. The initia Site-
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wide EWP Working Team was a multi-
functional team chartered to review and rec-
ommend actions for improving productivity
and safety through improved work planning by
gpplication of EWP tools and elements and by
successfully integrating them into the site’'s
work management systems.

The Compliance Reengineering Team has the
goal to streamline the preventive and correc-
tive maintenance process to eliminate redun-
dant or non—value-added procedures, smplify
existing procedures, bring support to worker
ratio in line with industry standards, and use
matrix and contract support for nonroutine
tasks where practical. EWP and Compliance
Reengineering complement each other by
focusing on different aspects of performing
work safely and efficiently. EWP focuses on
work control and job planning while Compli-
ance Reengineering activities center on reli-
ability, availability, and efficiency. Both con-
sider the graded approach a key element and
both consider the use of performance indica
tors a key strategy to understanding and im-
proving performance.

The EWP Working Team also recommended
expanson of the EWP charter to include both
the planning and execution aspects of work,
integration of the activities of the two teams
under a dedicated EWP leader, and mainte-
nance and implementation of common goals
and objectives.

The EWP Working Team proposed that the
work control process at all site facilities and
organizations be standardized to a common
practice using the same work control system
and procedure, the same performance indica-
tors, and the same EWP tools and elements.
This standardized approach is expected to
improve safety and efficiency, provide greater
flexibility for resource use across facilities,
support matrix management and project-
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ization, and smplify training requirements as a
first step. The EWP Working Team defined
the elements of the standardized work control
system as common procedure with identical
work control forms; common terminology,
roles, and responsibilities for work control
participants, identical computerized mainte-
nance management system and scheduling
system; one site priority rating system; and
common hazard identification tool.

The Directorate Steering Committee approved
the Working Team recommendation to com-
bine the EWP and Compliance Reengineering
Teams and to proceed with the goal of a
standardized approach to work control. The
Working Team leaders and Compliance Re-
engineering leader were requested to develop
adetalled plan, schedule, and cost estimate for
Directorate Steering Committee review and
approval. This plan will define the reconfig-
ured organization for sitewide EWP, including
Working Team and subteam membership and
required resource commitment. With its inte-
gration with the Compliance Reengineering
Team, the Working Team is expected to be
reconfigured to include increased operations
personnel and greater craft and technician
worker involvement.

Prior to this change in direction, the EWP
Working Team developed a two-phased plan
to implement the sitewide EWP process and
was working on Phase 1, which applied the
EWP processto address issues effectively and
recommend actions to resolve work control
issues identified in the contractor's Safety
Improvement Action Plan. These issues in-
cluded work order ownership, prework re-
views, team reviews, value-added signoffs,
making field changes safely, removal of unnec-
essay boilerplate information, and criteriafor
fina work package approval. These issues
have been resolved and are currently being
implemented into facility-specific processes.
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In Phase 2, which includes Compliance Re-
engineering Maintenance Team members, the
Working Team will develop an understanding
of EWP elements, develop performance indi-
cators, complete a baseline review of current
work planning and work control practices and
procedures at nine different site facilities and
organizations, evaluate current practices, and
recommend changes to incorporate EWP and
standardize practices sitewide.

The Working Team recognized that including
team reviews in the sitewide work control
process ensures that individuas from al the
functions, including craft workers, that have
value to add in planning a work package are
assembled asateam. Thework control proce-
dure establishes aformal process to trigger the
need for ateam and to specify the makeup of
the team based on the complexity and risk of
the job. Involving workers on the work plan-
ning team is an effective means of using work-
er experience for identifying work hazards,
improving work efficiency, and eliminating
unnecessary requirements. Worker involve-
ment during planning activities, including
walking down the job at the work location, is
effective since these employees are the ones
who do the work, know the equipment, and
understand job hazards in performing work.
In addition, team review and approval on high-
complexity, high-risk jobs is more timely since
reviews are completed smultaneoudly rather
than sequentially.

One of the safety improvement action items
addressed by the EWP Working Team is
prejob briefings. Two dste facilities have
developed separate procedures for prejob
briefings. Representatives from the now-
disbanded INEL Conduct of Operations Com-
mittee offered assistance to the EWP Working
Team in standardizing Sitewide practices for
determining when informal briefings are ac-
ceptable and when formal structured prejob
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briefings are required. These representatives
agreed that developing sitewide procedures on
conduct of prejob briefings (for both mainte-
nance and operations activities) is an appropri-
ategoal. It was determined that there was no
current single sitewide driver for prejob brief-
ings but that both informa and formal briefings
are held at many of the organizations. The
existing facility-specific procedures were
reviewed and used to develop the sitewide
guidance, now completed and added to the
Operations manual.E

OHIO (FERNALD)

A highlight of this quarter’s activities was a
presentation on the elements of EWP by the
Fernad EWP Department at a local college.
The audience consisted of students in the
business management class and management
personnel from private industry responsible for
planning and implementing work processes. A
great deal of interest in EWP was shown, as
demongtrated by the many questions that were
asked about worker involvement in the plan-
ning process and the overall EWP concept.
Fernald’ s EWP personnd explained that work-
ers are involved in several ways:. (1) the pre-
liminary wakdown of task orders, (2) the
review of the completed task orders, and (3)
the prejob briefing. There is a very strong
indication that private industry is aso strug-
gling in the work planning area. This presen-
tation to the academic world provided an
opportunity to transfer technology to private
industry.

EWP at Fernald has fostered improvementsin
safety and productivity; because of this, EWP
is now a household’ word. More managers
now welcome its involvement as a means to
improve the project planning process.

During the first quarter of fiscal year 1997
Fernad completed the Sitewide Enhanced
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Work Planning Implementation Guide and
issued it through the site procedure system.
The guide provides overal direction on how
EWP is managed as a tool to improve work
planning and identifies how project managers
can use the knowledge and lessons learned
from Fernald’s EWP Department.

Waste Programs Enhanced Work Planning
Core Team developed aworkflow diagram for
Waste Programs' task order process. Task
orders are used for requesting, planning,
approving, and executing waste management
activities.  From the workflow diagram, roles
and responsibilities were defined for work
coordination members involved in the task
order planning process. A new task order
procedure for Waste Programs was devel oped
as adirect result of the completed workflow
diagram. Included in the procedure are a task
order priority system, aformalized process to
involve wage workers in the planning process,
and an improved task order request form.

A work coordination group was formed to
review and approve these Waste Programs
task orders. This group consists of members
from Waste Programs, including supervisory
and craft personnel, and members from sup-
port organizations that impact execution of
task orders, including Health and Safety,
Material Control and Accountability, Quality
Assurance, and other organizations, as re-
quired. Development of an automated task
order system to request, review, approve, and
track execution of Waste Programstask orders
was also completed. Testing of the system
will begin next quarter. On completion, the
new automated task order system will provide
faster turnaround for task orders and provide
electronically retrievable documentation of all
task orders processed through it. Worker
involvement will continue to be maintained as
part of this new system through worker partic-
ipation in preliminary job wakdowns, task
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order gpprova, and pregjob briefings, as well as
involvement in lessons learned.

Development and testing were completed on
the new automated worker exposure reporting
system, which provides an electronic mecha-
nism to retrieve information about employee
exposures to workplace hazards in a tabular,
graphical, and easy-to-read format to report
information to employees. Thisinformation is
especiadly useful during annua physicals and
doctor-patient interviews. The new system
was approved and accepted by Fernald's
Medical Department.

Fernald and Mound conducted an information
exchange on EWP and waste management.
Topics discussed included (1) the history of
EWP a Fernad and how its approach enabled
team members to participate actively in the
EWP process; (2) the workflow diagram and
the mechanism used to identify and establish
roles and responshbilities in the workflow
process; (3) the definition of waste streams
(the who, how, and when); and (4) budget
accountability for waste management activi-
ties.

In mid-February, members of Fernald's EWP
Department attended the core team leaders
meeting in Augusta. This was an excellent
forum for discussing a standardized definition
of EWP to be applied complexwide. In addi-
tion, training specialists from Idaho were able
to gather input from the attending EWP ex-
perts and apply it to training materias cur-
rently being developed. Department members
aso attended afollowup meeting in Park City,
Utah, to finalize portions of those training
materials. The courses being developed will
be gpplicableto dl sites and various audiences
and can be talored to include site-specific
issues. They will be used a Fernald to train
the contractor management team as well as
personnel in departments unfamiliar with EWP
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(which is arequirement of the current award
fee agreement).

In the coming months, Ferndd’'s EWP Depart-
ment will identify new performance objective
criteriafor the second half of fiscal year 1997.
The following two primary areas of perfor-
mance in EWP will be evaluated: (1) comple-
tion of the current EWP initiative in Waste
Programs' task order system and turning the
system over to them, and (2) development of
a Stewide implementation schedule and revi-
sion of the sitewide implementation plan to
reflect it.

In its effort to continue to export the elements
of EWP across the site, the EWP Department
will provide implementation information to
other activities, such as linking construction
contract work activities to the worker expo-
sure program and standardizing activities in
waste characterization.E

OHIO (MOUND)

During the past quarter, progress continued on
Mound's sitewide EWP expansion. The effort
has been consolidated under the leadership of
the Facilities Engineering and Maintenance
Group Manager. Using the same successful
approach developed to improved work plan-
ning and control in fiscal year 1996 at Mound
EWP, efforts were expanded horizontally
across the site and are now focused on waste
planning and control as well as environmental
restoration. At the same time, EWP is being
verticaly integrated within the management
structure from the Vice President level to the
working level. At this point technical assis-
tance has been provided to ensure that manag-
ers develop key performance measures of
processes and that roles and responsibilities
are clearly defined within the organizations
implementing EWP. Concurrently, technical
assstance has been provided to the core team
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that involvesidentification of improvements to
the low-level waste process flowsheet using
EWP eements. Senior management in
Mound's Waste Management organization is
working to (1) identify organizationa barriers
to EWP implementation of the reengineered
waste flowsheet, (2) define associated roles
and responsbilities of personnel, and (3)
formulate an optimum organizational approach
to usng multidisciplinary teamsfor implement-
ing the flowsheet across the site.

The formation of an EWP advisory council is
now under consideration. It would provide
guidance and oversight to the development of
adtewide strategy, including setting priorities
and ensuring EWP elements are applied con-
sistently. The council would consist of man-
agement personnel from organizations that
have successfully implemented EWP concepts
and those currently implementing EWP, as
well as a DOE representative. Such member-
ship isintended to provide more consistent and
uniform EWP implementation. This approach
would be a modified version of the Fernald
sitewide implementation model.

In February, delay codes were developed and
used by maintenance crews in selected build-
ingsto record interruptions to work. A recent
analysis indicates that delays totaled 14.5
percent of available working hours for a 4-
week period. Thetop four delays were caused
by (1) work sponsors not being available, (2)
the work site not being available to allow work
to be performed, (3) workers waiting for
radiological surveys, and (4) workers locating
materials needed to perform work. Thisinfor-
mation is now being used to develop correc-
tive actions for those identified delays.

Meetings were held with workers to obtain

input on the causes of delays in each category
and solicit solutions. The EWP Planning
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Team isworking on refining the delay catego-
ries for future use and delay resolutions.

Severd action items requested by the workers
have been completed to improve communica
tions with radiological control technicians
when requiring wipe or radiological informa-
tion. These improvements include installing
additiond telephones, increasing phone paging
capabilities in the facility, and issuing lami-
nated reference cards for craft personnel to
wear with their security badges that list all
radiologica control technicians and their pager
numbers.

The Environmental Restoration Building
Disposition Reengineering Team consists of
DOE and contractor personnel under the
direction of aprofessiona technical facilitator.
It is examining safe shutdown and deactivation
and decommissioning efforts for opportunities
to streamline work planning. The application
of EWP dementsinthisareais contributing to
participant buy-in and effective implementation
of enhanced environmenta restoration pro-
CESses.

The Waste Management Low-Level Waste
Reengineering Project Team, with the assis-
tance of EG& G and EH Technical Assistants,
is implementing planning waste characteriza-
tion and packaging controls before work is
initiated and integrating them into planning
projects. The objective of this effort is to
reduce waste disposal costs by integrating
waste preplanning into the generator’'s (line
management) work control and project plan-
ning activities. Membership includes represen-
tatives from Waste Management and waste
coordinators from each of the waste generat-
ing organizations. Effortsinvolve (1) develop-
ing a low-level waste reengineering process
flow diagram that identifies requirements for
potential waste to make it disposal-ready when
findly packaged, (2) piloting a proposed waste
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permit, (3) investigating the integration of the
permit with the existing maintenance service
request work package process, and (4) identi-
fying performance improvement indicators.

The flow diagram under devel opment empha-
sizes the necessary interfaces among genera-
tors, Waste Management, and other required
organizations for completing waste planning
prior to its generation and for ensuring deliv-
ery of disposal-ready waste. The need for a
forma system that assigns responsbility,
monitors progress, and provides feedback to
management has been identified by the multi-
disciplinary team. Currently, there is no for-
mal system to track, trend, prioritize, or moni-
tor the performance of waste management
activitieson adaily basis.

A pilot of the proposed waste permit, com-
pleted for ongoing T-Building laboratory
waste streams, was submitted to Waste Man-
agement for comment and refinement. In
addition, Maintenance is investigating the use
of maintenance service request packages to
determine the feasibility of integrating the
waste permit with package development. The
waste permit has been developed as a pro-
posed method for generators to work with the
Waste Management Department to preapprove
waste streams through joint multidisciplinary
preplanning efforts. The final decision for
ingtitutionalization of the permit requires
additiona work between generators and waste
management.

The change in mission of the Mound facility
from weapons production to environmental
restoration has resulted in a redirection of
resources, disposal of waste now becomes the
primary issue. With this new direction comes
the waste management issues that are preva-
lent across the DOE complex.
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Waste storage, lack of disposal options, waste
characterization, waste volume projections,
and assessment of progress are issues being
addressed by Waste Management where EWP
concepts are being applied. In addressing
these issues, the EH Technical Assistant
worked with Waste Management to form
multidisciplined teams chartered to define
disposal options, select characterization tech-
nologies, and select a path forward for existing
and newly generated waste streams. As a
result of these efforts, specific accomplish-
ments were achieved that included a cost
savings for disposal of Aqueous Scintillation
Cocktail vials and the development of a con-
ceptual design for the wastewater treatment
facility reengineering project.

A process was established for the disposal of
Aqueous (nonmixed) Scintillation Cocktail
vias. This action would eliminate the use of
an offsite incinerator for the disposal of 180
drums of waste, thereby saving $319,000 in
treatment costs. The conceptud design for the
wastewater treatment facility, if implemented,
would reduce cost of wastewater treatment
operations by approximately $5 million during
the lifetime of the operation, estimated to be 8
years.E

OAK RIDGE

Activities a Oak Ridge during 1997’s first
quarter have solidly established the EWP
program at both the Y-12 Plant and the East
Tennessee Technology Park (formerly the
K—25 Site). Overdl, Oak Ridge EWP is
working to enhance work control processes
within Enriched Uranium Operations and En-
vironmental Management Enrichment Facilities
at the Oak Ridge Reservation as well as at
Portsmouth and Paducah. Oak Ridge’'s EWP
program is also becoming an integral part of
the way the sites will develop and implement
Integrated Safety Management strategies per
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Defense Nuclear Facilities Safety Board
(DNFSB) recommendations. Oak Ridge EWP
teams now meet regularly and EWP leaders
consstently participate in nationa EWP fo-
rums, including February’s EWP Conference
in Augusta and the March EWP training meet-
ing in Park City, Utah. EH support during the
first quarter has focused on helping the sites
set up EWP programs and establish EWP core
teams to baseline work control processes and
work issues. Support has aso focused on
helping disseminate proven EWP strategies,
tools, and work products from elsewhere in
the DOE complex to Oak Ridge leaders for
their consideration, tailoring, and use.

Building on a successful EWP demonstration
that occurred within K—25's Waste Programs
Division during the first half of 1996, an ex-
panded EWP program was initiated in the
fourth quarter of 1996 with participants from
Y-12, K-25, and Oak Ridge National Labora-
tories. The primary objective of the initiative
was the “integration and refinement of the best
elements of the sites’ work control processes
such that a consistent, enhanced work control
system can be piloted during critical upcoming
activities dealing with restart of processes,
waste management, and maintenance.” An-
other key objective established was to use
EWP “as a means of implementing Integrated
Safety Management strategies into the work
control processes’ per DNFSB recommenda-
tions.

Four EWP subcore teams have been estab-
lished with objectives as follows:

< Work control teams will integrate the best
work control processes of both Y—12 and East
Tennessee Technology Park and enhance them
such that a consistent, streamlined, defensible,
graded planning approach is developed with
specia focus on the “less rigorous’” main-
tenance jobs (which constitute the vast major-
ity of work packages).
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< The Automated Planning and Permitting
Team will work with the work control teams
to develop an automated, streamlined system
that provides an effective way to identify
which permits and controls apply to work
being planned. It will incorporate permits and
forms dealing with safety, industrial hygiene,
radiation control, environmental protection,
and engineering as well as Work Smart Stan-
dards checklists used by project managers to
help determine the regulations, DOE Orders,
and specid facility requirements considered
“necessary and sufficient” for the work at
hand.

< A team has been designated to integrate
EWP with complementary initiatives currently
being undertaken at the site, including Inte-
grated Safety Management (per DNFSB 95-2
recommendations), Lockheed Martin Energy
Systems Safe Work Control Program, Volun-
tary Protection Program, Work Smart Stan-
dards initiative (Environmental Management
Enrichment Facilities), and Oak Ridge's appli-
cation for the Energy Quality Award (Malcolm
Baldridge).

< The Performance Measures Team will
enhance the benefit and use of work control
performance measures (such as work delay
codes, dectronic manager aerts) by managers
and supervisors through refining and supple-
menting existing metrics systems, training,
automated systems, and the like. Also, this
team will assist the other EWP subteams in
setting up and using fair and meaningful sys-
tems to help measure their success at accom-
plishing the objectives they have established.

First quarter activities have centered on estab-
lishing the scope and objectives of the EWP
effort through participation and buy-in from
the Oak Ridge sites and multidisciplinary
groups involved. The work control, automa-
tion, and complementary initiatives teams have
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been meeting regularly to baseline work con-
trol processes and identify where and how
fundamental elements of EWP can best be
incorporated. While separate work control
team meetings are held for Y-12 and the
Technology Park, work control problems
appear to be similar, as are the enhancements
being developed. As enhancements are devel-
oped and applied consistently at the sites,
better integration of the work control pro-
cesses will resullt.

Enhancing the automation of work control
systems is a strong theme of the Oak Ridge
EWP program. Oak Ridge is actively building
on Hanford' sjob hazard analysis software and
the Idaho automated job requirements check-
list by programming in additional features and
tailoring the checklist to meet site-specific
applications.  Initial programming efforts
should be completed in April for testing and
refinement of a system that improves the
consstency, defengbility, and technical quality
of the hazard identification and permitting
aspects of work control. In addition, plans
have been made for EWP participants to visit
Fernad in April to learn more about its auto-
mated work package and the enhanced work
control procedures developed at that site.

Oak Ridgeis aso contributing to the increas-
ing number of EWP-related tools and work
products through the devel opment of its Work
Planning and Permitting Information System,
an automated and defensible way to determine
which permits and controls apply to the work
a hand. Although system devel opment began
during the original EWP pilot at K—25, current
efforts are dramaticaly increasing its capability
and usefulness. Thus far, the system contains
over 40 permits and forms currently in use at
K—25 and Y-12, including those dealing with
safety, industrial hygiene, radiation control,
environmental protection, and engineering.
Being added to the system are project manage-

January—March 1997



ment checklists, including automated Work
Smart Standards checklists, which are used by
project managers to help determine the extent
of standards, and DOE Orders that are consid-
ered necessary and sufficient for the work at
hand.

The Work Planning and Permitting Informa-
tion System isunique in that it is a web-based
system allowing remote access through the
Internet. Through hyperlinks, it automatically
attaches to other established intranet sites and
databases at Oak Ridge that are currently
being used to compile building hazard informa-
tion and process forms and permits. The
planning and permitting information system
will soon be used by planners and facility
owners to identify and electronically attach
applicable permits to a work package for
computerized routing and approval, thereby
improving efficiencies and reducing the poten-
tial for errors or omissions. By helping work
requesters, planners, and facility owners iden-
tify hazards and requirements for permits well
up-front in the work control process, the
system enhances integration of hazard controls
into job activities and pinpoints where the
expertise of environmental, safety, and health
professionals can be brought to bear in amore
timely fashion.

Associated with EWP efforts at Oak Ridge,
EH Mentors and members of the EWP teams
have also—

< supported the development of a draft
document establishing that the overall process
for ensuring safety and hedlth is planned and
implemented into work activities, consistent
with EWP and Integrated Safety Management
tenets. The document (titled Lockheed Martin
Energy Systems Safe Work Controls Program,
February 11, 1997) sets expectations and
methods for a systematic approach to the
identification and control of hazards. It will
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cover Lockheed Martin Energy Systems activi-
ties throughout the Oak Ridge Reservation;

< assisted in conceptualizing how Oak
Ridge's EWP program can be used as an
integral part of the path forward in response to
arecent fatality at the K—25 Site; and

< helped the site recognize through the
writeup of adramatic success in the cleanup of
a large fallen tent covering ¥ acre of hazard-
ous and mixed waste containers at Y-12, how
it is dready usng EWP elements in some
cases. The writeup illustrated how EWP
concepts played an important role in the pro-
ject’s success and why institutionalization of
EWP processes is important.E

ROCKY FLATS

Rocky Hats has embraced the elements of
EWP. During this quarter, Rocky Flats initi-
ated an effort to identify enhancements to its
maintenance work control system. A team of
key personnd from the integrating contractor,
each of the three second-tier subcontractors,
and the Rocky Flats Field Office is reviewing
the system. Their revisions will be targeted at
amplifying the work process by applying a
graded approach to work management based
on risk and complexity. The work control
system, called the Integrated Work Control
Program, provides the safety controls for
performing maintenance, construction work,
and environmental work. This team of key
personnel is similar to an EWP core team.
Like an EWP core team, thisteam is evaluat-
ing, improving, and enhancing the Integrated
Work Control Program by which work is
identified, planned, approved, controlled, and
executed. Rocky Flats is continuing to in-
crease its association and integration with
other EWP gites.
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The team’ s specific changes recommended to
the Integrated Work Control Program sitewide
procedure will include improvements to the
job hazard analysis process, the most recent
version of which is being sent by Hanford to
Rocky Flats. Other planned improvements
include asmpleway of planning and writing a
work package for maintenance and other types
of work, increased use of electronic technol-
ogy, and more emphasis on the graded ap-
proach. The Integrated Work Control Pro-
gram will also become an integral component
of the Integrated Safety Management program.

During this quarter, in addition to the above
work control process enhancement effort, the
Rocky Flats Field Office and the site integrat-
ing contractor and subcontractors identified
three EWP pilot projects at the Rocky Flats
Environmental Technology Site, including (1)
cleanup and removal of chemically contami-
nated soil at the Mound Project and (2) decon-
tamination and decommissioning (D&D) of
Building 444, which was a uranium and beryl-
lium fabrication building. The third EWP pilot
project involves increasing the efficiency and
productivity of eectrical maintenance in Build-
ing 559.

A draft Implementation Plan for the EWP pilot
projects at Rocky Flats Environmental Tech-
nology Site has been developed. Thisplan, a
cooperétive effort to improve worker safety
and productivity in al phases of work planning
and execution, includes personnd involvement,
ownership, efficiency, and productivity. It is
currently being reviewed. To date, no major
problems with the plan have been identified.
The implementation plan will be initiated in the
March-April timeframe.

In concert with the draft Implementation Plan,
three EWP pilot project working teams have
been established to improve the manner by
which work is planned and executed and to
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ensure the correct mix of personnel (e.g., team
leader, crafts, electricians, planner, engineer,
radiological technicians, and representatives
from safety and hedlth, medicine, and procure-
ments) needed to achieve the scope of work
successfully.  The working teams for the
Mound Project, the Building 559 electrical
maintenance project, and the Building 444
D&D pilot projects have been formed and are
meeting weekly. To avoid past problems, the
Mound Project has included craft input in the
work planning and execution processes. The
other two working teams are just initiating the
planning process for their projects. The
Mound EWP pilot project progressed rapidly
this quarter. The pre-evolution meeting for
the contaminated soil feed stockpile site prepa-
ration and excavation activities was conducted
on March 18, 1997. More than 50 people
involved attended, including workers, heavy-
equipment operators, radiological control
technicians, and personnel from Safety and
Health, Engineering, Quality Assurance/
Quadlity Control, Environmental Management,
and Radiological Engineering. Excavation of
the chemicaly contaminated soil at the Mound
gte began March 21, 1997. Asaresult of this
pre-evolution meeting and the thorough up-
front planning, which included worker input,
the excavation of the contaminated soil was
completed without incident.

Rocky Hatsis currently evauating the skill-of -
the-craft criteria and procedure developed at
Hanford for use in its maintenance work pro-
cess. These criteria are being incorporated by
the Building 559 EWP working team into its
electrical work package planning process and
will be used to perform less complicated elec-
trica tasks called “minor” work packages.
These are work activities that have pre-ap-
proved job hazard anaysis, which require no
approva authority prior to proceeding with
work. This is a work process streamlining
effort that Rocky Flatsis trying to implement.
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The product of this combined effort, (1) im-
proving the Integrated Work Control Program
and (2) conducting three EWP pilot projects to
demonstrate improvements to the work pro-
cess, is that EWP is being incorporated as a
major component of the site's Integrated
Safety Management process. A copy of the
Integrated Safety Management document has
been sent to the Rocky Flats Field Office for
review and approval. The document will be
incorporated into the site's response to
DNFSB Recommendation 95-2. Once this
Integrated Safety Management process is
approved by the appropriate parties, it will be
implemented sitewide.E

PANTEX

During 1997’ s first quarter, the Pantex Plant
expanded its use of EWP elements as atool to
increase productivity and to help compensate
for the effects of downsizing. In determining
whether to participate in the EWP program,
Pantex recognized that it already used much of
what EWP represented; for example, a new
state-of-the-art integrated work package
management system and various team func-
tionsinvolving employee participation. None-
theless, EWP participation at Pantex began in
1996 after the baselining team indicated that
there could be additional benefits from apply-
ing certain techniques that had been proven
successful at other DOE sites.

A specific project was identified in mid-1996
that served as a pilot for use in exploring the
application of EWP elements within the plant
mai ntenance organization. The Railcar Recon-
figuration Project was chosen because of its
fortuitous timing and the fact that a similar
project had been conducted approximately 2
years earlier that could be used as a baseline
for comparison of EWP techniques to the
more traditional project management system.

EH Onsite Technical Assistance to EWP Programs

Using EWP techniques, the Railcar Reconfigu-
ration Project has achieved operationa effi-
ciencies, cost savings, and exemplary safety
performance in the conduct of required work.
This project is currently 67 percent compl ete;
it has consistently run ahead of schedule and
under budget, and there have been no lost-time
injuries or first-aid cases. Pantex is especialy
proud of this performance in that thus far over
4,000 sandbags have been removed from tight
spaces in the railcars with no back injuries to
workers.

In the 9 months since the beginning of the first
EWP project, the concept of usng EWP
techniques for the planning and management
of work has been steadily growing. A central
EWP core team has been established that
coordinates EWP efforts and teams and serves
as an interface between the EWP effort and
senior plant management, DOE, and the em-
ployee unions. The core team presents the
benefits and successes of the EWP effort to
different plant organizations and assists inter-
ested organizations in their implementation of
EWP techniques.

EWP concepts have become firmly entrenched
in the plant maintenance organization. A
forma policy was announced in the fall of
1996 by the plant maintenance organization
that al new maintenance initiatives and pro-
jects would be managed using EWP elements
and techniques. To date severa EWP efforts
are underway at Pantex, including—

< In January 1997, Pantex implemented a
system for handling minor maintenance work
orders using skill-of-the-craft criteria pio-
neered at Hanford. The goal was to reduce
the paperwork associated with small, noncriti-
cd jobsthat could be handled based on utiliza-
tion of the capabilities of journeyman crafts
personnel. Since this effort began, there have
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been 690 minor maintenance jobs (300 of
which are already complete) entered into the
job control system, which represents about 18
percent of the total number of jobs. Use of
this system eiminates the formal planning
process time previoudly associated with these
jobs and alows the plant to complete more
jobswith the available craft resources. Minor
jobs are sometimes grouped by area to be
worked by a small team of crafts personnel all
at the sametime. Thisapproach minimizesthe
overhead associated with deployment and
gaining access to do the work and further
improves efficiency. Use of this technique has
led to completion of jobs that previousy
would have remained unfinished because of
their low priority.

< Stock materials are being moved from a
remote location into an area within the 12-68
Machine Shop. This special tooling job plan-
ning and process improvement effort will
eliminate much of the delay and lead time in
getting stock materidsto the work area where
the fabrication is performed. The tooling
planner has been located in the tooling shop
office to assist the first-line foremen in pro-
cessing work packages more quickly. These
changes will facilitate more employee involve-
ment, faster change implementation, and
overdl improved communications. The goa
of this effort is to improve the throughput of
the machine shop and reduce the backlog
while maintaining a safe working environment.

< A new EWP project has been identified to
decontaminate FS-23 to alow reuse as a
different function. The team for this project is
being led by the plant design organization and
includes dl the various disciplines necessary to
address the hazards involved. The project is
currently awaiting availability of funding to
proceed with the actual cleanup phase.E
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LOSALAMOS

During this report period, accelerated efforts
were expended to maintain the Los Alamos
National Laboratory schedule for implementa-
tion of a sitewide work control system by
March 31, 1997.

The work control requirements document
issued for comment in December 1996 was
finalized and issued as a Laboratory Imple-
menting Requirement in February 1997. All
comments were evaluated, resolved, and
discussed with Facility Management Unit
personnel before issuance of the document. In
addition, the work control process logic flow
chartsthat support the requirement document
were findized and included the addition of the
methodology to be used for bringing large
projects within the scope of the work control
system. Finadly, a maintenance zone work
control procedure that describes the process
for uniformly processing approved work
requests during planning, execution, and
acceptance was revised to reflect changes in
the requirement document. This document
was issued as an ingtitutional procedure on
March 31, 1997.

Development of the electronic work request
system based on “Power Builder” continued.
This system incorporates electronic site hazard
andyds screening, detailed site hazard identifi-
cation and resultant mitigating actions to
quickly process work requests. It permits
automatic forwarding to the proper review/
approval authority, uses electronic signature,
and will forward the work description to the
DOE Los Alamos Area Office Chairman of the
Davis-Bacon Committee to receive deter-
minations of coverage in an expeditious man-
ner. The program was available for down-
loading and user testing on March 10, 1997,
and Los Alamos National Laboratory
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computer personnel have offered to share the
program with any interested party in the DOE
Complex.

Work control training began initial develop-
ment in January 1997. The lesson modules
were revised and finalized in February when
the work control Laboratory Implementing
Requirement was approved. Forma class-
room training began in mid-March, with 11
sessions scheduled to complete Facility Man-
agement Unit personnel training by March 31.
The training programs consisted of classroom
sessions to discuss the work control processin
detail. Twelve computer workstations were
set up in the classroom to support hands-on
training for the electronic work request and
hazards screening/identification. Early training
sessions experienced some minor difficulties
that were promptly corrected and the remain-
ing sessions went smoothly. Makeup sessions
for those individuals involved with the “diffi-
cult” sessions were scheduled and conducted.
To date, 128 Facility Management Unit per-
sonnd have been trained, and three additional
sessions have been scheduled for April 1997.

In January 1997 the Los Alamos audit and
assessments group began development of the
methodology to implement a self-assessment
of thework control process. Current plans are
to be prepared to begin the self-assessment
when there is some experience and data from
the newly implemented work control system in
order to support development of a report of
findings by April 30, 1997. DOE plans to
formally audit the work control process during
the next quarter with a report to be issued by
June 30, 1997.E

RICHLAND (SITEWIDE)
The DOE Richland Operations Office (RL)

and the Hanford integrating contractor are
implementing Enhanced Work Planning
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(EWP) sitewide by fully integrating EWP into
the Integrated Safety Management System for
contractor operations at the Hanford Site. EH
Technical Assistance is supporting this effort
by helping to develop and implement the EWP
elements of the system.

Among other objectives, the Integrated Safety
Management System is intended to establish a
comprehensive approach to safety manage-
ment that fully incorporates EWP and that is
fully integrated with work management at all
levels of the contractor organization. The
system will replace the contractor requirement
for an environment, safety, and health manage-
ment plan, which, as a separate document, may
not have been fully integrated with workflow
and EWP initiatives. By unifying and integrat-
ing safety management, EWP, and work man-
agement, the Integrated Safety Management
System will meet requirements of DNFSB
Recommendation 95-2 regarding safety man-
agement, incorporate EWP elements, and
establish the requirements and approaches that
achieve safe, effective, and efficient operations
and activities.

Development and implementation of the Inte-
grated Safety Management System, with full
EWP incorporation, isatop priority of RL and
the site integrating contractor. Recognizing
that the environment, safety, and health man-
agement plan provided the means to establish
a safety management system and ingtitutional -
ize EWP, RL directed the transformation of
this plan into an Integrating Safety Manage-
ment System plan. Demonstrating manage-
ment commitment to this effort, RL is provid-
ing leadership at its top ranks by establishing
executive sponsors, including the Director of
the Office of Environment, Safety and Health
and the Assstant Manager for Waste Manage-
ment, both of whom report directly to the RL
Manager. Likewise, the site integrating con-
tractor has established cosponsorship at its
senior ranks.
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The overall sequence of events for EWP
implementation is to develop the Integrated
Safety Management System plan, including
EWP dements and the EWP implementation
and improvement process; prepare an imple-
mentation strategy and plan; and then imple-
ment the plan at al facilities and projects
accordingly. The EWP improvement process
is being proposed as key to the implementation
strategy for the Integrated Safety Management
System.

Concurrently, preparation is underway for
seven facilities and projects to implement EWP
elements along with implementation of the
automated job hazard analysis system. This
should be consistent with the intended Inte-
grated Safety Management System approach
to establish EWP across the site and will
provide a testing ground to optimize EWP
approaches for sitewide implementation under
the Integrated Safety Management System.

Consistent with EWP elements, a team ap-
proach is being taken to the safety manage-
ment system developmenta effort, with team
leaders from both RL and the integrating
contractor. Three levels of developmental
teams have been established: the overdl
contractor level team, the facility/project-level
team, and the ectivity-level team. Membership
on these teams reflects a broad cross section of
disciplines and working levels. Management
and workers from RL, the contractor, and the
major subcontractors are represented. Line
organizations, safety organizations, engineer-
ing organizations, and technical support orga-
nizations are also well represented.

The activity-level team, in particular, is work-
ing to establish EWP dements as fundamental
to the work management process with full
integration of safety. Also, the EWP improve-
ment processis being incorporated to baseline
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current practices, identify enhancements,
demonstrate enhancements, measure SUCCESS,
refine, and then fully implement. When the
enhanced approach is ingtitutionalized at a
facility or project, the EWP improvement
process will disband and transition to a normal
function of improvement through self-assess-
ment and other feedback mechanisms.

Beginning in February, regular team meetings
have been held to establish the framework and
overall approaches to the Integrated Safety
Management System development process
and its content. Initial working drafts have
been prepared and continue to be discussed,
reviewed, refined, and further developed. The
approach taken thus far is to meld the safety
management gpproach with the work manage-
ment process, creating one unified process
where safety management and work manage-
ment are one and the same. EWP elements
and processes designed to optimize work
control processes and achieve integration of
environment, safety, and health with work
control are key factorsin the Integrated Safety
Management System. A milestone has been
established to complete the system by June
1997.

While the Integrated Safety Management
Sysemisin development, EWP field activities
have continued. With nearly 15 months of
operations conducted under EWP, PUREX
has nearly completed its deactivation well
ahead of schedule, under budget, and main-
taining an impressve safety performance. The
Plutonium Finishing Plant continues to make
steady progress toward work management
improvements, has conducted automated job
hazard analysis demonstrations, and will soon
be implementing job hazard andysis for al its
work activities. The Evaporator/Liquid Efflu-
ent Facility has reengineered its work manage-
ment process incorporating EWP elements and
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implementing the automated job hazard analy-
gs K Bagnsis continuing work management
improvements addressing schedule improve-
ments and worker involvement (the self-as-
sessment “Champions’ program). Hanford is
completing an update of the automated job
hazard analysis in preparation for implement-
ing EWP at seven facilities.

The challenge at Hanford over the past two
guarters has been to maintain the momentum
previoudly established for EWP while the site
has been in contract transition. In October
1996, the new managing and integrating con-
tract was initiated, which included the Hanford
integrating contractor, Six major subcontrac-
tors, six enterprise subcontractors, and lower
tiered subcontractors. Although EWP was
endorsed by both RL and the new gSte integrat-
ing contractor contract team, maintaining the
EWP initiative without any disruption was
difficult. Many key site personnel leading the
EWP efforts were either lost to the site or
distributed a various positions among the
contractors and subcontractors. The EWP
Advisory, Core, and Facility Teams lost their
membership and charter and were not immedi-
ately reformulated. Finally, RL, the site inte-
grating contractor, and each major subcontrac-
tor were addressing numerous issues involved
with the transition.  Although most of the
individua facility and project initiatives contin-
ued, atemporary hiatus occurred in exporting
EWP to other facilities and in maintaining
teamwork and interactions between participat-
ing facilities and projects.

During the same time, however, RL and the
Site integrating contractor seized on the con-
tract trangtion as an opportunity to implement
EWP ditewide as part of the environment,
safety, and health management plan, which has
dnce evolved into the Integrated Safety Man-
agement System plan. Therefore, instead of
hopscotching from facility to facility, the
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Integrated Safety Management System, along
with its implementation plan and EWP im-
provement process, will address sitewide
implementation of EWP and other system
requirements.

While the Integrated Safety Management
System plan is in development, EWP leaders
have been assigned by the Hazard integrating
contractor. With support from EH, they are
undertaking a sitewide communication initia-
tive regarding EWP and its implementation as
part of Integrated Safety Management System.
In addition, they are working to reestablish the
networking, coordination, communication, and
teamwork among facility and project initiatives
and are supporting the seven facilities prepar-
ing for EWP implementation.

Overdl, the Hanford approach is addressing
the stewide implementation of EWP elements
through development and implementation of
the Integrated Safety Management System. At
the same time, facility EWP activities are being
conducted (and others are in preparation) that
will provide for optimized processes, tools,
and approaches once systems implementation
begins. Hanford has largely recovered from
the interruption of EWP at contract transition
and ismoving forward with the initiative. The
anticipated path forward for EWP is as fol-
lows:

< Develop the Integrated Safety Manage-
ment System by June 1, 1997, fully incorporat-
ing EWP;

< Conduct ongoing communication with all
parties regarding EWP and its implementation
as part of the system;

< Concurrently implement EWP a seven
facilities to test and refine the processes;
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< Deveop an Integrated Safety Management
System implementation plan using the EWP
improvement process to baseline, develop
enhancements, and implement improvements;
and

< Implement EWP with Integrated Safety
Management System implementation.E

RICHLAND
(PLUTONIUM FINISHING PLANT)

Enhanced Work Planning (EWP) support at
the Plutonium Finishing Plant continued to
concentrate on improving maintenance work
management and control during this reporting
period. The objective of EWP technical assis-
tanceisto assist management in strengthening
and reinforcing the maintenance work plan-
ning, scheduling, and implementation process
aufficiently to realize a step-change in plant
productivity and performance while optimizing
environment, safety, and health integration.
To achieve that objective, the following EWP-
supported improvement initiatives have been
implemented:

Autonomous mai ntenance teams consisting of
team planners, schedulers, persons-in-charge,
crafts, radiological control technicians, and
others, under the direction of individual team
leaders, have been successfully deployed in the
field. Team training requirements com-
mensurate with the expanded role of sdlf-
directed maintenance teams are currently being
developed. Team training focuses on ateam-
work approach to work planning, scheduling,
and implementation, with emphasis on craft
involvement throughout the process to ensure
that the work will be performed safely and
efficiently.

Corrective maintenance schedules have been

implemented that reflect prioritized, ready-to-
work activities, including support organization
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requirements, keyed to plant safety and perfor-
mance. Corresponding plan-of-the-week and
plan-of-the-day schedules have also been
developed to support the master schedule.
Based on the success in using the schedule to
date, management is currently negotiating a
performance-based fee agreement as an incen-
tive to promote continuing schedule perfor-
mance improvement.

Maintenance performance indicators have been
implemented to track and ascertain the status
of key indicators of performance (e.g., correc-
tive maintenance backlog reduction rate, open
work package reduction rate, monthly work
package completion rate, work process effec-
tiveness, performance-to-schedule). 1n addi-
tion, dailly schedule performance measures
have been implemented that identify delay
causal factors as well as the organizations
respongble for the delays. The dally schedule
performance measures will assist management
in taking appropriate remedial action. In
addition, a maintenance performance indicator
has been developed to support the perform-
ance-based-fee-agreement discussed above.
The maintenance performance data described
is currently being accumulated to facilitate
trending and cost performance anayses. Work
management process improvement cost sav-
ings should be available during the next quar-
ter. Improved teamwork, a risk/complexity-
based approach to planning work, improved
resource coordination, and schedule discipline
are expected to improve the work package
completion rate, reduce the number of open
work packages, and bring about other measur-
able improvements.

Maintenance work backlog initiatives have
been implemented on a team bass, which
consists of purging the backlog of non-essen-
tial work, consolidating duplicate work re-
quests, and optimizing the use of routine- use
work packages. Currently, there are 37
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routine-use classifications in place, which has
aleviated the need for 200 planned work
packages during this reporting period, result-
ing in an estimated cost savings of one-half
million dollars.

Job hazards analysis interest on the part of
Plutonium Finishing Plant management has
resulted in the initiation of an internal pilot
program designed to introduce plant mainte-
nance teams to a stand-alone version of the
program prior to the implementation of a
sitewide server-based program. Team plan-
ners and schedulers have been trained in the
use of the stand-alone version. Implementa-
tion of the pilot program is scheduled for
completion during the next quarter. Once the
Sitewide server-based program is available,
crafts will work side-by-side with team plan-
ners in performing work package job hazard
analyses.

The implementation of self-directed mainte-
nance teams, the introduction of a formal
maintenance schedule, the use of maintenance
performance indicators, and a concerted effort
on the part of management to reduce the work
backlog have significantly improved the man-
agement and control of maintenance work.

EH Mentors will continue to concentrate on
developing and implementing EWP tools at the
working level necessary to accomplish the
gods of the Plutonium Finishing Plant Mainte-
nance Management Improvement Program.

Progress to date has been encouraging; how-
ever, thered chalengeisin driving the aware-
ness of performance improvement down to the
working level. Management concentration on
team training and performance will go along
way toward creating the setting for success.E
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RICHLAND (K BASINS)

From January through March 1997, K Basins
contractor management and personnel contin-
ued making progress toward improving con-
duct of operations and work control processes.

Last quarter, October through December
1996, the K Basins contractor established new
standards for conduct of operations and work
control. Operationally focused work sched-
ules were developed and continualy improved.
Weekly work schedules were committed in
advance. Work packages were developed,
reviewed, and walked down by all affected
groups, when appropriate, prior to the sched-
uled execution day. Emergent work tasks
were controlled to minimize impact to commit-
ted schedules. Finaly, work tasks that were
not completed as scheduled were individualy
evauated for identification of barriers, lessons
learned, and improvement aress. Asaresult of
the various efforts initiated last quarter to
work safely and productively, K Basins is
successfully completing nearly 90 percent of
all scheduled work, a dramatic increase from
68 percent just last quarter.

Another important factor contributing to
improved work performance is the effective
implementation of the Champions program
that encompasses conduct of operations and
maintenance. Key elements in this program
include worker involvement in self-assessing
operations, maintenance, and health physics,
required time in the field each week; real-time
coaching and feedback to improve perfor-
mance; issue tracking and followup; and peri-
odic reporting of results. This program, a
powerful self-assessment tool, is becoming
more effective with time and is greatly enhanc-
ing K Basins' ahility to reach the higher stan-
dards needed to meet Spent Nuclear Fuel
commitments.
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To support further productivity increases, the
position of Operations Representative (more
commonly known as an outage manager) is
also improving in effectiveness. The purpose
of this position is to have a single individua
responsible for prioritizing work, setting
scheduled dates, reviewing work packages for
total facility integration, emergent work coor-
dination, and overall job coordination. This
position is staffed by a shift manager or assis-
tant shift manager who rotates into the posi-
tion for a4-week assignment. The creation of
this position has proven valuable, especidly in
keeping a production schedule focus and
quickly removing barriers to emergent tasks.

During this period, site contractor manage-
ment hasinitiated another key element needed
to attain higher standards in productivity and
safety—real-time skills training for managers
and lead exempt positions. This training was
developed under the guidance of K Basins
managers to ensure that the program will
properly focus on the skills needed to lead K
Basins successfully through the committed
path-forward activities. The training will be
provided over an extended time to ensure a
lasting change.

With regard to sharing work improvement
experiences, K Basins personnel are providing
input to the Hanford Integrated Safety Man-
agement System document. K Basins' primary
contribution to this document will be in detail-
ing the graded approach categorization of
work using routine, skill-of-craft, and non-
routine work. In the early days of EWP at
Hanford, K Basins provided the leadership in
developing and implementing this graded
approach process. Since then, sharing of
information among facilities and across sites
has led to refining the improvement process
for working safely.E
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RICHLAND (PUREX)

After implementing EWP in January 1996,
PUREX now has 15 months of operations
being conducted using an EWP approach.
PUREX’s deactivation is nearly complete.
The project is well ahead of schedule, under
budget, and maintains an impressive safety
performance. PUREX has established its work
management process around the key elements
of EWP, including team approaches, worker
involvement, risk- and complexity-based
approaches, and line management commit-
ment.

During this quarter, trailer removals, deactiva-
tion of sanitary and raw water systems, deacti-
vation of the sanitary sewer, walking-down
surveillance lighting, and establishing required
air monitoring for future surveillance have all
been a part of the PUREX stabilization work.
Thisvaried and demanding work was planned
and conducted by work teams that fully in-
volve workers from initia planning through
execution and closeout. These teams plan and
conduct work using al EWP elements.

PUREX is driving toward completion of its
deactivation project ahead of schedule. This
successis best illugtrated by reviewing some of
the “Critical Few” performance measures
established at PUREX. For instance, based on
milestone completions, PUREX has remained
138 days (on average) ahead of schedule, as
well as remaining ahead of the critical-path
schedule. Safety statistics indicate PUREX to
be well under the DOE average (only one
incident to date for the first quarter). PUREX
has not experienced a lost-time accident for
about ayear. Radiological Control incidents
remain low as well. During the first quarter,
PUREX experienced only four radiological
problem reports, which (when compared to 11
experienced during the same timeframe last
year) is indicative of the PUREX drive to
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finish work ahead of schedule and under bud-
get while maintaining a safe working environ-
ment.

Given the current pace, PUREX will finish
deactivation in May (their project completion
goal after implementing EWP), with the fina
trangtion to the surveillance contractor occur-
ring on October 1, 1997.E

SAVANNAH RIVER

During January, February, and March, the
Savannah River Site implemented an organiza-
tion and process for sitewide implementation
of EWP elements. A site EWP coordinator
and an assistant were appointed to coordinate
dte EWP activities. (A Savannah River Oper-
ations Office EWP representative had been
designated previously.) The next quarter's
activitieswill focus on linking EWP processes
with the sitewide maintenance reengineering
activities and integrating DOE complexwide
successes into the reengineering activities.

During the past quarter, the Nuclear Materials
Stabilization and Storage Facility EWP Core
Team effectively completed its pilot projects
using EWP dements to enhance waste minimi-
zation planning. The core team completed dis-
tribution of the Rollback Handbook through-
out the DOE complex. The rollback (planned
and completed using EWP elements) resulted
in a process to ingtitutionalize radiological
hazards reduction and is now a permanent part
of the work planning process at Savannah
River within the Nuclear Materias Stabiliza-
tion and Storage Facility. The benefits of
implementing and maintaining contaminated-
area rollbacks were communi cated throughout
the site and have resulted in a sitewide imple-
mentation plan, facilitated by the Solid Waste
Group and supported by the Nuclear Materials
Stabilization and Storage Facility EWP core
team. The Stewide implementation is being
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planned using a computerized rollback selec-
tion model, an economic model developed to
optimize rollback project selection. It isbeing
used to calculate which combination of roll-
backs will provide the greatest return for a
gpecified funding level. Datainput consists of
cubic feet of low-level waste generated per
year, pounds of laundry generated per year,
estimated cost to recover, and funding level.
The mode will provide recommended budget
leve, recommended annual savings, calculated
annual savings, recommended projects, and
return on investment. Target facilities for
stewide EWP rollback implementation are F-
B line, high-level waste, the Savannah River
Technology Center, and excess facilities and
reactors.

The Nuclear Materials Stabilization and Stor-
age Facility EWP core team has now success-
fully performed a rollback pilot, implemented
a handbook to share lessons learned from the
EWP process, developed a planning methodol-
ogy to perform cost/benefit analyses and
prioritize or optimize rollback initiatives, and
fecilitated sitewide implementation. Thisroll-
back process has resulted in a permanent
improvement in the work planning processes
and management culture within the Nuclear
Materias Stabilization and Storage Facility at
Savannah River. It permanently removes
radiological hazards from the workplace and
results in cost savings through equipment
reuse, waste avoidance, and improvementsin
worker productivity.

Other EWP activities completed during the
first quarter include the following accomplish-
ments:

< Thetool control team completed a bench-
mark of contaminated-tool inventory and
control practices at the River Bend Nuclear
Power Plant. River Bend has a“best in class’
program as evaluated by the Institute for
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Nuclear Power Operations. Team members
are currently developing facility-specific plans
for tool control.

< The EWP core team completed a 5-minute
videotape, “H-Canyon Rollback—An EWP
Success Story.”  This video presents the bene-
fits, management culture, and work planning
changes effected by the rollback team within
the Nuclear Materials Stabilization and Stor-
age Facility. Thetape will be used as atrain-
ing overview and as a primer to introduce the
benefits of rollback planning and implementa-
tion to the DOE complex.

< The Nuclear Materids Stabilization and
Storage Facility EWP core team is currently
evaluating a pilot project to implement a
graded approach to job hazard analysis within
the Nuclear Materials Stabilization and Stor-
age Facility.E

BROOKHAVEN

In the previous quarter, the Brookhaven Na-
tional Laboratory EWP pilot program was
successfully completed. The pilot demonstra
tion focused on the most visible element of
EWP, the multidisciplinary team. A significant
benefit has been the improved communication
among involved parties. Another tangible ben-
efit has been areduction in time to get the ap-
propriate permits filled out and approved.

An interim evaluation of the Brookhaven EWP
pilot demonstration was conducted and docu-
mented. Based on this evaluation, the Brook-
haven EWP core team has briefed management
on the pilot program and its achievements.
The genera reaction to the pilot EWP demon-
stration was positive. Various meetings have
been held, including with DOE Brookhaven
representatives, addressing expansion of the
EWP pilot demonstration.
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During the first quarter of 1997, building on
the success of the pilot program, an implemen-
tation plan was developed at Brookhaven to
expand EWP. The purpose of this expanded
EWP Demonstration Project is to continue
identifying and testing concepts to improve
work planning efficiency and effectiveness,
from operations, productivity, cost-effective-
ness, and safety standpoints. Activities will
center on the types of enhancements identified
inthe pilot project that have not yet been fully
addressed.

It is proposed that, in addition to the existing
EWP core team, an EWP Steering Committee
be established to provide guidance in EWP
implementation and assistance in scope expan-
son. The EWP Steering Committee will com-
prise management from participating depart-
ments, aswell as the Brookhaven DOE group
office.

During this quarter, a comprehensive set of
performance indicators have been identified for
the expanded EWP demonstration to track and
measure the EWP process. The five proposed
indicators are safety, cost, quality, planning,
and backlog. Each hasasubset of smpleindi-
cators which are, in general, directly measur-
able. Positive comments have been received
from participating organizations.

The maor roadblock to expanding the pilot
EWP demondtration is the resources available.
Though Brookhaven management generaly
supports the EWP process and expansion,
resources have not been alocated during the
quarter. The Plant Engineering Division sup-
ports EWPin generd, but has difficulty assign-
ing a full-time coordinator for the expanded
EWP demonstration.E
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RADIOLOGICAL CONTROLS

OHIO (FERNALD)

EH Mentors and the Director, Radiological
Protection (EH-3), completed their assistance
to the Fernald Environmental Management
Project in producing a landmark report on
Radiologica Control Optimization. Starting in
August 1996, this study entalled a critica
evaluation of radiological control practices,
personal protective equipment (anti-contami-
nation clothing), including respiratory protec-
tion; engineering controls, and associated
issues of work management, planning, sched-
uling and control, and program management.
Site gaff benchmarked smilar practices at two
commerciad nuclear power plants and two
other DOE gites in the process of self-evalua
tion of Fernald radiological practices. It is
noteworthy that a Fernald line manager was
assigned lead responsibility to manage the
study.

In the process of benchmarking, a representa-
tive of the Electric Power Research Institute
became involved because of the high potential
for applicability of the results of the study to
the commercia nuclear industry. This person
had conducted time-motion, work efficiency
studies of workers in persona protective
equipment and respirators for the Institute. A
follow-on study of worker efficiency and
physiological stress effects of wearing single or
double sets of protective equipment and respi-
ratorsis being planned, usng Fernald as areal-
world site for high temperature and humidity
during summer months. Thisstudy is expected
to be based on actual observations of Fernald
workers in deactivation and decommissioning
activities planned for 1997.

It is important to note that this optimization

study focused on potentia reductions in the
total risk to the workforce. It isnot a budget
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tool and should not be viewed as a basis for
budget reductions because it is as yet unde-
cided whether all the recommendationsin the
report will be implemented; however, as parts
of the study are implemented and the total risk
to the workforce is reduced, corresponding
cost savings and avoidances should be redl-
ized. The study team estimated cost savings
and cost avoidance in excess of $100M over
the remaining life of the Fernald Environ-
mental Management Project through
changes in practices associated with the
areas evaluated in the study. Copies of this
report will be delivered to members of the
DOE Radiological Control Coordination
Committee.

EH Mentors dedicated more than 1 week a
month from September 1996 through February
1997 in support of thisstudy. Asan indication
of the importance and significance of the
completed Fernald Radiological Control Opti-
mization Study, the DOE Fernald Radiological
Control Manager and EH-3 have been invited
to present details at a conference of commer-
cia nuclear power plant radiological control
managers in June 1997, sponsored by the
Nuclear Energy Institute. For more infor-
mation, contact| Pete Darnell |at the DOE
Fernald Area Office (513-648-3182 or
peter.darnell @fernald.gov) or|Ed Blackwood|
at DOE Headquarters (301-903-0120 or
ed.blackwood@eh.doe.gov).E

RICHLAND

EH Radiologica Control Mentors assisted the
RL Office of Training in the development and
classroom performance of Radiological Con-
trol Training for DOE personndl in several RL
Assistant Manager organizations. The Train-
ing staff has aggressively pursued support for
this critical training effort from the necessary
training personnel, developed training materi-
as, and gained the support and participation of
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RL operations and program organizations.
The training being conducted is professional,
thorough, helpful to participants, and appro-
priate for the specific organizations and level
of staff personnel involved. Feedback from
DOE staff who have completed the course to
date has been very positive. The EH Mentor
presented classroom segments on lessons in
aress of development of the DOE Radiologica
Control Manual, background discussions
regarding radiological control in DOE and the
commercia industry, and specific lessons
learned through experience.

An EH Radiological Control Mentor assisted
RL’s training office in a followup to a July
1996 assessment of the contractor’ s Radiol og-
ical Worker Training Program. In addition, an
EH Radiological Control Mentor assisted
Training staff in assessing the Pacific North-
west National Laboratory’s Radiologica
Worker Training Program and provided over-
views and briefings to DOE and contractor
personnel on the progress, methodology, and
results of the Radiological Control Optimiza-
tion Study at Fernald, described below.

Assistance continued with RL Safety and
Radiological Control staff, specificaly the
ongoing effectiveness of the Safety Division
and Radiological Control Manager develop-
ment. Thisincluded weekly one-on-one work
sessions with the RL Radiological Control
Manager and reviews of severa specific issues
on the effectiveness with which they were
handled. Examinations involved overall site
improvement issues and severa questions of
interpretation.

During multiple trips to Hanford, EH Radio-
logica Control Mentors and the Director,
Radiological Protection (EH-3), continued to
provide assistance to the Hanford Manager of
Analytica Services and laboratory manage-
ment at the 222'S Laboratory. Efforts focused

EH Onsite Technical Assistance to EWP Programs

A-27

on improvementsin the quality of performance
measures, improvement plans, and the path
forward for the organization. Mentoring also
involved improvements in organizational
effectiveness of the laboratory and professional
development of staff in working with the
Manager of Anaytical Services and the Labo-
ratory quality assurance manager.

EH Mentors continued to coach the manager
of Hanford central site training, providing
advice on resolution of longstanding training
issues, specificdly inregard to consistency and
standardization, with emphasis on the financia
benefits of standardization.

When onsite, EH Radiological Control Men-
tors and the Director of Radiological Protec-
tion attended weekly meetings of the Hanford
integrating contractor Radiological Center of
Expertise, whose members comprise the Ra-
diologica Control Managers of al Hanford
contractors and facilities. Similar to the Ohio
Radiologica Forum, this Hanford Center is
one of the best for raising, discussing, and
resolving sitewide radiological issues in a
professona manner. Mentors contributed ex-
ternal expert opinions on current Hanford
radiologica issues, based on broad knowledge
of similar issues at other DOE sites and cur-
rent commercia nuclear industry experience.
Mentors aso worked with individua facility
radiological control managers on resolving
radiological issues.

At the Bechtel Hanford Environmental Resto-
ration Contract, an EH Radiologica Control
Mentor and the Director of Radiological
Protection evaluated radiological engineering
initiatives and met with contractor manage-
ment to discuss the current status of and im-
provementsin radiological control. Although
the contract continues to face new challenges
expected in any remediation effort, feedback
from arecent Defense Nuclear Fecilities Safety
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Board staff visit was positive, based on newly
added staff expertise and qualifications and
attention to nuclear and radiological consider-
ations associated with remediation activities.E

ROCKY FLATS

An EH Radiological Control Mentor assisted
the DOE Rocky Hats Field Office, Rocky
Mountain Remediation Services, and Safe
Sites of Colorado during four week-long visits
to the Site. Emphasis was on common iSsues
and the workings of the integrating and man-
agement contract regarding the site documen-
tation system and the scope of procedures
controlled by the contractor. The EH Mentor
pointed out operations and procedures that
should be controlled sitewide, including work
control, conduct of operations (e.g., lockout,
tagout), and basic training. Specificaly, the
Mentor reinforced the continuing need to
maintain the site-level “bookshelf” of docu-
ments such as the Integrated Work Control
Program Manual, and the Conduct of Opera-
tions Manual, which had been dispersed, lost
in contract transition, or ignored because site
personnel believed they were no longer in
force. This resulted in many contractor em-
ployees believing that they had to issue their
own control documents, which also led to
unnecessary revisions of the previous site
documents.E

OHIO RADIOLOGICAL FORUM

The EH-3 Director of Radiological Protection
continued to assist and advise the Ohio Radio-
logica Forum during its quarterly meeting.
This forum conssts of DOE radiologica
advisers from the Ohio Field Office and its five
sites. Meetings are held in conjunction with
meetings of contractor radiological control
managers from the five sites, and include a
joint sesson. Theforum isameans to enhance
coordination, communication, consistency, and
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standardization of radiological practices and to
promote sharing of specia expertise and capa-
hilities among the sites. The outside perspec-
tives of the EH Mentor have been valuable to
the forum.E

ASBESTOS SAFETY (IDAHO)

During the first quarter of 1997, INEEL’s
Sitewide Asbestos Program EWP teams devel -
oped severa enhancements to Idaho’ s current
asbestos operations and maintenance activities.
Addressing work planning and performance
issues smilar to those being addressed by
other EWP initiatives at INEEL, EWP efforts
specificaly addressing asbestos management
program activities have been established to
consistently identify asbestos hazards and
prevent accidental exposure of workers to
asbestos; establish uniform, sitewide asbestos
operations and maintenance work planning and
performance requirements to ensure worker
safety, regulatory conformance, and work
efficiency; and reduce the costs of and time
needed to perform asbestos operations and
mai ntenance activities.

As described below, enhancements identified
by the contractor’ s asbestos program manager
and his EWP teams will be implemented
through demonstration projects or Sitewide
application during the next quarter.

One enhancement involves stamping flanges
where gaskets have been replaced to indicate
that asbestos-free materials have been used.
As there is no existing system to identify
where asbestos-free gaskets are in place,
current work practices assume that asbestos-
containing gaskets are present at al of the
thousands of flanges throughout 1daho. While
some gaskets may not be replaced for a num-
ber of years, more than 100 gaskets are re-
placed annually (i.e., during boiler inspec-
tions). By eliminating the assumption that
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ashestos-containing material is present and the
additiona work requirements associated with
this assumption, the costs avoided (based only
on marking boiler system flanges) are more
than $20,000 in the first year and each subse-
quent year.

Another EWP enhancement involved the
contractor asbestos management program staff
evaluating existing inspection and sampling
data for buildings constructed since 1980.
Existing data was available for approximately
20 percent of the buildings constructed since
1981 (representing about 25 percent of the
total square footage of these buildings). While
the data indicated that asbestos-containing
materials were present, no materials containing
friable asbestos were found. Therefore, the
EWP teams recommended that these buildings
be posted with the list of asbestos-containing
materids found in the data review and that the
notices and records indicate that a “due dili-
gence” review found no materials containing
friable asbestos. While asbestos surveys may
be performed in the buildings on a limited,
case-by-case basis, this data review and the
subsequent postings eliminates or drastically
reduces the need to conduct asbestos surveys.
The potential benefit associated with this en-
hancement over the next 2 to 3 years is ap-
proximately one-half million dollars (based on
avoiding survey costs of about 31 cents per
square foot for 1.6 million square feet of
building space).

Another enhancement involved developing
procedures enabling a “competent person” (as
defined in the asbestos regulations) to perform
small-scale, short-duration tasks. This process
significantly reduces the time and labor re-
quired to plan certain asbestos operations and
maintenance activities and eliminates the need
to have two-person teams perform certain ac-
tivities. The enhancement developed by the
EWP teams includes an abbreviated (i.e., one-
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page) work authorization, approval, and re-
porting form and a series of job safety analyses
to cover the eight types of small-scale, short-
duration tasks identified. Similar to the skill-
of-craft and job-hazard-analyses products de-
veloped in EWP projects at |daho’s Chemical
Processing Plant and at other sites, the small-
scale, short-duration task job safety analyses
are preapproved standards that clearly and
succinctly communicate work requirements
and match the rigor of work planning and
performance with work complexity and risk.
This benefits the site by controlling work cost
and schedule and helps ensure worker safety.

As another enhancement, an asbestos planning
decison tree will be used to ensure that asbes-
tos hazards are consistently and uniformly
recognized and that al available information
(e.g., ingpection reports that confirm or refute
the presence of asbestos-containing materials
or the date of building construction) is consid-
ered in planning asbestos work. The decision
tree is designed as an integral component of
the job requirements checklist being developed
for 1daho’ s sitewide EWP program.

Finaly, as part of its EWP efforts, Idaho has
begun using an automated asbestos informa-
tion management system to store and retrieve
relevant information for al buildings that have
been inspected, surveyed, or otherwise evalu-
ated for the presence of asbestos. The deci-
sion tree and computer system enhancements
will maximize worker protection by ensuring
that working staff and work planners consider
and are cons gently provided updated informa-
tion on the asbestos hazards, they may face.
EWP team members expect that these en-
hancements will serve to prevent the 6 to 12
events each year (based on recent activities) in
which asbestos-containing materials are found
after work has begun. In these cases, workers
may be unnecessarily exposed to asbestos
hazards or face work delays of several hours

January—March 1997



or days due to the unanticipated presence of
asbestos.

Members of the EWP teams also expect that
these two enhancements will help to prevent
an unknown number of events in which
asbestos-containing materias are found but
appropriate action is not taken. For example,
members of the EWP teams commented that
they have observed fire doors (with a core of
asbestos-containing materials) that have been
drilled or cut without notification of asbestos
management staff. The success of these en-
hancements will be validated by areduction in
the number of events in which asbestos-con-
taining materials are found after work has
begun. This measurement will be determined
by the asbestos program manager, who will
periodicaly survey asbestos workers and work
planners.

An interim report providing full details on
these and other asbestos program EWP en-
hancementswill beissued in April 1997. This
report is being issued before completion of
full-scale implementation so that the enhance-
ments and their potential benefits can be
shared with other sitesE

MEDICAL MONITORING/
SURVEILLANCE (RICHLAND)

The Hanford Occupational Health Process is
designed to take a risk-based and preventive
approach to occupational health. One of the
primary objectives is to place employees in
proper medical programs based on risk, rather
than on administrative decision. To achieve
the risk-based approach, an automated tool,
the employee job task analysis, has been com-
pleted to compile employee job requirements,
hazards, and exposures. This base of informa-
tion enables informed decisions regarding the
types of medical programs that are appropri-
ate. It also provides important input to deci-
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sonsinvolving training, exposure assessment,
Americans with Disabilities Act consider-
ations, and other occupational health issues.

In 1996, EWP demonstrations assisted the
Hanford Occupational Health Process Team
led by RL Qudlity, Safety and Hedlth in devel-
oping, demonstrating, and refining the em-
ployee job task analysis. Through this effort,
it was apparent that this process has great
potential to improve both the quality and cost
effectiveness of occupational health processes.

The RL Manager directed all Hanford prime
contractors to implement this process. With a
new managing and integrating contractor
assuming operations in October 1996, RL
incorporated the Occupational Health Process
into the Project Hanford Management Contrac-
tor’s performance measurements and estab-
lished an incentive-based performance agree-
ment for its implementation.

Hanford led the fina development of the
employee job task analysis tool and process.
It also supported implementation for its own
activities as well as for its subcontractor team
and for other Hanford prime contractors.

Beginning in December 1996 and continuing
through the first quarter of Calendar Year
1997, Hanford began and continued implemen-
tation of the Hanford Occupational Health
Process. The employee job task analysis
computer program was loaded on the network
for Stewide access by line managers. Hanford
Environment, Safety and Hedth provided
training to line managers and industria hygien-
ists involved in the completion process. Line
managers then began the completion process
for al employees. This training and comple-
tion process will extend through June 1997,
the goa being to complete job task analyses
for dl employees of the Project Hanford Man-
agement Contractor and its subcontractors by
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June 30. Similar completion goals have been
established for other Hanford prime contrac-
torsaswell asRL.

Concurrently with the job task analysis com-
pletion process, several other activities are
underway to ensure timely and accurate imple-
mentation of Hanford’'s occupational health
process. These activities include conducting
qudlity reviews, communicating with interested
parties such as bargaining units, completing
the medical contractor’s automated manage-
ment system, and ensuring that facility access
requirements reflect the risk-based approach
compatible with Hanford’ s process.

When fully implemented, Hanford's occupa-
tiona health process should serve as a model
approach for the DOE complex, optimizing
both quality of service and cost effectiveness
by taking a risk-based and preventive ap-
proach.E

LEADERSHIP TRAINING (RICHLAND)

EH’s Leadership Development Program has
continued to expand at Richland (RL). The
program is designed to provide gradual skills
development and behavioral changes that will
enable participants to become more effective in
their leadership and more efficient in their
interactions with others. The program builds
on the knowledge and experience of the partic-
ipants while focusing on specific behaviors and
processes that lead to success in communi-
cation, delegation, consistency, time and detail
management, conflict management, and ac-
countability.

The Hanford Analytical Services Laboratory
and Plutonium Finishing Plant participated in
pilot sessions of the Leadership Development
Program, which were completed in November
and January respectively. Four groups have
completed the program. Participants in the
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pilot sessions were engineers, group leaders,
first line supervisors and first line managers. A
survey of participants taken at the end of the
sessions showed an average 40 percent im-
provement in leadership skills and 38 percent
increesein efficiency. The increased efficiency
trandates to a recovery of 3 hours per person
per day in discretionary time, an improvement
particularly important to participants who are
being asked to improve performance while
reducing costs.

Currently, six groups are participating in the
Leadership Development Program at Hanford.
Two are a the Hanford Analytical Services
Laboratory. Two more were initiated in re-
sponse to arequest by a reengineered mainte-
nance group at Hanford’s B-Plant. The main-
tenance group includes craft, exempt, and non-
exempt individuals.

The fifth group participating in the program is
RL. Thisgroup comprises Program Managers
and Facility Representatives with program and
oversgght respongbility for activities in the 200
Areas of Hanford. The program is being joint-
ly funded by the Transition Program Division
and the Site Operations Division of RL. The
divison managers see this as an opportunity to
improve communications between their re-
spective organizations, as well as with the
various contractors working in Hanford's 200
Areas. Progress on these sessions will be pro-
vided in the next update report.

The sixth group is the Plutonium Finishing
Plant, which has expanded its commitment to
self-improvement by applying the leadership
development approach to building a cohesive
senior management group. The manager re-
quested the program to help meet organiza-
tional improvement objectives. Thisgroup is
approximately hafway through the program,
having completed four sessions. The senior
management team has received feedback from
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workers that behavioral changes are being
observed and appreciated. 1n addition, partici-
pants note improvement in the effectiveness of
their team’ s interactions.

During March, participants in the pilot |eader-
ship development sessions held for the Han-
ford Analytical Services Laboratory were sur-
veyed to measure retention of the skills and
behaviors they developed during the sessions.
Except for adight decline in their consistency,
the participants are maintaining the level of
expertise they developed while in the program.
In particular, they show continued strong
growth in time-management and conflict-
management skills.

It is a fundamental premise of the Leadership
Development Program that improving partici-
pants ability to deal effectively in resolving
conflict will increase their efficiency and job
satisfaction. In addition, the Leadership De-
velopment Program maintains ownership for
learning and persona development with the
participants. Consequently, personal growth
continues after the program has been com-
pleted.

The survey aso shows that all participants
believe they are more efficient than before
completing the Leadership Development Pro-
gram. Seventy-two percent indicate that their
efficiency is unchanged or continuing to im-
prove since completing the sessions. The
average efficiency gain is 43 percent over pre-
program levels. Thistrangdlates into more than
3 hours per day per person of recovered dis-
cretionary time. Participants indicate that they
are using this additiona time to “wak the
gpaces’ and strengthen their working relation-
ships.

While many training programs provide imme-

diate improvementsin performance, the effects
of training often drops off dramatically with
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time. With respect to this phenomenon, initial
data from the pilot sessions are very positive.
Thefact that 75 percent of the participants are
continuing to set personal improvement goals
may explain the high skill-retention rate and
the continuance of learned behaviors. A simi-
lar survey will be completed after approxi-
mately 6 months to determine the long-term
effects of the program on individua perfor-
mance.

In addition to the fact that individuas are
maintaining their skills and efficiency, 75 per-
cent indicate that they experience less stress
today than before attending the program. This
isameasure of their ability to deal effectively
with their individua circumstances. From the
survey data, it is clear that establishing per-
sonal goals and maintaining lower stress levels
are linked.

All participants in the pilot sessions indicate
that they are better |eaders today than before
they attended the sessions. They aso continue
to believe that the behaviorslearned are for the
long term.

Analysis of the survey results led to the con-
clusions that (1) participants continue to use
leadership development skills after 3 months;
(2) leadership skills development continues
after the program ends; (3) relationships built
during the program are important to partici-
pants, (4) behaviors developed during the
program are for the long term; (5) participants
continue to set goals for personal develop-
ment; (6) participants continue to feel less
stress than before attending the program (7)
efficiency improvements, which result in an
average savings of 3 hours per day per person,
are sustained well after completion of the
program.

From the survey results, it is clear that the
process used in the Leadership Development
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Program is effective at improving the interper-
sonal, supervisory, and management skills
needed to ded effectively with the dynamic
environment faced by DOE contractors during
mission transition. The Leadership Develop-
ment Program augments other mentoring ef-
forts by providing fundamental skills and
behaviors needed to implement lasting cultural
and programmeatic change.

Success of the Leadership Development Pro-
gram has demonstrated the program’s ability
to enhance the interpersonal, supervisory, and
management skills needed to implement de-
sired changes in technical programs such as
Enhanced Work Planning effectively.E

SELF-ASSESSMENT

During the first quarter of 1997, efforts contin-
ued to support improvements in self-assess-
ment programs and processes within DOE.
EH began working with the Ohio Field Office
(OH), the Idaho Operations Office (ID), and
the Richland Operations Office (RL) to define
the scope, schedule, and deliverables for a
series of field demonstration projects that will
test the effectiveness of specific improvements
in self-assessment programs. Each effort will
focus on different approaches to increase
worker involvement in completing self-assess-
ment activities and in ensuring effective use
of results from self-assessment activities to
achieve continuous improvement. In addition,
EH staff members met with representatives
from the Department Standards Committee to
discuss how to improve the linkage between
the self-assessment initiative and the Depart-
ment’s ongoing efforts to implement Inte-
grated Safety Management systems.

At OH, discussions are in progress regarding
demonstration projects at Mound and Fernald.
The proposed demondtration at Fernald would
focus on current efforts to improve the ability

EH Onsite Technical Assistance to EWP Programs

A-33

of managers and workers to conduct safety
observations to identify and correct potentially
unsafe behaviors or conditions before they lead
to an accident or operational event. Two sep-
arate efforts are under consideration at the
Mound Plant. The first potential project in-
volves working with the current Site contractor
to develop an improved self-assessment pro-
gram that promotes worker involvement in all
its aspects. The second project involves work-
ing with the DOE Miamisburg Area Officeto
strengthen processes for overseeing contractor
activities at Mound.

Discussions with ID have focused on improv-
ing employee involvement in completing
various self-assessment activities in conjunc-
tion with an ongoing effort to upgrade issues
management at the site. The site contractor is
implementing a new issues management sys-
tem, to improve issue tracking and provide
enhanced methods to collect potential issues
and provide current status to users. As part of
implementing and testing the new system, the
site contractor and 1D will work with EH to
develop improved methods for collecting self-
assessment results from employees and enter-
ing thisinput into Idaho’ s new issues manage-
ment system.

Discussions with RL and the integrating con-
tractor relate to strengthening the ability of
employees to recognize potential hazards as
well asways to improve safety and efficiency.
Other possible areas for assistance include
improving systems and processes to report and
resolve employee input. Discussions are under
way regarding testing improvements at one or
more facilities at Hanford site to quantify the
benefits from each improvement.

EH staff met with the Department Standards
Committee to discuss results of the bench-
marking study on self-assessment and future
directionsfor theinitiative. There was general
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agreement that improving the effectiveness of
self-assessment is an essentiad element in
implementing Integrated Safety Management
systems. In addition, the EH initiative sup-
ports paralel efforts to strengthen DOE line
oversight of environment, safety, and health
based on strong contractor self-assessment
programs. EH committed to work with the
Department Standards Committee during dem-
onstration projects in the field and to share
information on successes and lessons learned
as the information becomes available.E
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